
 

 

 

 

POWER DIVISION IN STRATEGIC 

ALLIANCES 

 

 

- How to be Successful despite Power Asymmetry 

 

 

 

 

 

 

 

Sofie Ekman & Rita Razifar 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

 

 

 
Avdelning, Institution 
Division, Department 
 
  
Ekonomiska institutionen 
581 83 LINKÖPING 

  
Datum 
Date 
2005-01-22 

 
 
Språk 
Language 

  
Rapporttyp 
Report category 

  
ISBN 

 

 Svenska/Swedish 
X Engelska/English 

  Licentiatavhandling 
 Examensarbete 

  
ISRN   LIU-EKI/IEP-D--05/035--SE    

 
     

  C-uppsats 
 D-uppsats 

  
Serietitel och serienummer 
Title of series, numbering 

 
ISSN 

 

    Övrig rapport 
 ____ 
 

  
 

   
 
URL för elektronisk version 
http://www.ep.liu.se/exjobb/eki/2005/iep/035/ 

  

 
 

 
Titel 
Title 
 

 
Power Division in Strategic Alliances - How to be Successful despite Power Asymmetry  
 
 

 
Författare 
 Author 

 
Sofie Ekman & Rita Razifar 
 

 

 
Sammanfattning 
Abstract 
Background: Through collaborating with other firms, companies hope to gain certain benefits that they cannot 
reach on their own. However, the division of power in strategic alliances can be asymmetric, endangering the 
achievement of goals and objectives in the alliance for the less influential party. Purpose: The purpose of this 
thesis is to identify success factors for companies with less influence and power than their collaboration 
partner/s in a strategic alliance. Delimitation: This study concerns strategic alliances characterised by one 
party making an equity investment in the other party. It is, furthermore, conducted from the perspective of 
the less influential party with relatively less power in the alliance. Realisation: A case study was conducted 
based on six interviews and a questionnaire among employees at the mobile operator Swisscom Mobile. The 
company is involved in a strategic alliance with Vodafone and is part of the world leading Vodafone Group. 
Results: The main findings of this thesis show that power asymmetry in an alliance originates from factors 
both on a dyadic level and on a network level and that these levels affect each other. Companies with a 
weaker power position must strive for counteracting the existing power asymmetry in order to secure their 
goals and objectives in the alliance. This study shows that this can be achieved through, for instance, 
increasing the dependence of the partner/s on the own resources, absorbing information and know-how and 
learning from the partner/s, building trust in the relationship through personal contacts and safeguarding 
goals and objectives through a written contract and “economic hostage”.  
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1 INTRODUCTION 

 
“No company can go it alone. For industry giants and ambitious start-ups alike, 

strategic partnerships have become central to competitive success in fast-changing 

global markets.”         

    (Doz & Hamel, 1998 p. ix) 

 

The quotation above addresses a major change in competitive strategy that has taken 

place during the past decades. Companies today are to a larger extent collaborating with 

other firms (Doz & Hamel, 1998). In such collaborations, measures need to be taken to 

ensure the successful achievement of goals and objectives, which is the focus of this 

study. In the first chapter of this thesis we will give the reader a short background to the 

more and more common phenomenon of collaboration between companies. 

Furthermore, the specific problem of investigation will be discussed, leading up to the 

research questions and the purpose of the study. 

1.1 BACKGROUND 

During the 1980s, collaborative agreements between companies became increasingly 

common. This development has mainly been attributed to the rapid technological 

change and the increased uncertainties that accompanied it (Hagedoorn & Schakenraad, 

1994), which is also drawn attention to by Powel (1987). He states that collaboration 

ventures are a way in which firms respond to the rapid technological change, shorter 

product life cycles and increasingly specialised markets. According to Parkhe (1998b) 
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this development has rendered companies unable to do everything themselves and 

collaboration is a solution to this problem. Not surprisingly, collaborations between 

companies are most common in the fast-moving high-tech industries, where a trend 

towards more cooperation between competitors can be observed. However, 

collaboration has become more common in traditional industries as well (Powell, 1987). 

 

The collaboration agreements between companies can take many different forms 

ranging from joint ventures and research & development partnerships to licensing and 

joint marketing (Segil, 1996). These collaboration agreements are often referred to as 

strategic alliances and can be defined as: 

 

“Voluntary arrangements between firms involving exchange, sharing, 

or codevelopment of products, technologies, or services. They can 

occur as a result of a wide range of motives and goals, take a variety 

of forms, and occur across vertical and horizontal boundaries.” 

 (Gulati, 1998 p. 293) 

 

Doz & Hamel (1998) have identified three main reasons why companies enter into 

horizontal strategic alliances. First, the purpose of the collaboration with a competitor 

can be to acquire complementary products or services in order to develop the own 

business. Second, through collaboration an extra value can be created due to the 

combining of resources and skills etc. Finally, the purpose can be to attain value from 

learning from competitors and internalising these new skills into the organisation. By 

this follows that companies enter into alliances in order to gain certain benefits or 

advantages that they cannot reach on their own. 

 

Today, many companies are involved in a large number of alliances, often with multiple 

partners (Doz & Hamel, 1998). This has also been observed by Gomes-Casseres (1994), 

who found that groups of companies are linking themselves together in various kinds of 

alliances, forming larger, overarching relationships. The author, furthermore, found that 

these networks of collaboration partners especially have advantages when it comes to 

battles over technical standards, where the number of companies adopting a certain 

technology is a determining factor. Networking can also help a company gain scale or 
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access to skills or assets through linking with local players in national markets. A third 

advantage concerns the links between companies in different industries that are now 

converging. Instead of each firm having to develop industry specific know-how, 

specialists in each field can work together and exploit new opportunities (Gomes-

Casseres, 1994).  

1.2 PROBLEM DISCUSSION 

Strategic alliances have proved to be very risky ventures. In a study from 1991, Bleeke 

& Ernst found that cross-border alliances were considered successful for both parties in 

50 per cent of the cases. The low success rate has triggered a large amount of studies, 

identifying the success factors of strategic alliances. Trust between the parties, 

complementary resources and skills and open communication are only a few factors that 

have been found to influence the success of an alliance (Kanter, 1994). In addition to 

the low rate of mutual success, Bleeke & Ernst (1991) also found that alliances were not 

always win-win situations, but in 17 per cent of the cases, only one party was 

considered successful in the sense that it reached its strategic objectives and recovered 

the cost of capital of the investment.  

 

We believe that one possible reason why a firm is unable to achieve its goals and 

objectives in a strategic alliance can be an unbalanced division of power in the alliance. 

This is supported by Lorange & Roos (1992) who state that in global strategic alliances, 

one party can have a dominant role and the power to set the cooperative strategy of the 

alliance. This dominance can be based on, for instance, a strong brand name or strong 

technological capabilities, which may result in certain scale or scope advantages. 

According to Gomes-Casseres (1994), smaller parties run particular risk of loosing 

control to a larger, dominant collaboration partner, unless the company possesses an 

important part of the value chain of the alliance.  

 

This is a risk run by the Swiss mobile operator Swisscom Mobile. In 2001, the company 

entered into an alliance with the multinational mobile operator Vodafone. This alliance 

is characterised by Vodafone taking a 25 per cent stake in Swisscom Mobile. Through 

this alliance, Swisscom Mobile became part of the Vodafone Group. With 146.7 million 
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registered customers1, Vodafone is the world’s leading mobile operator with controlled 

and uncontrolled subsidiaries in 26 countries and on five continents. In addition to this, 

Vodafone has partner networks in 14 more countries (www.vodafone.com). Swisscom 

Mobile, on the other hand, is only active on the Swiss market, where it has a market 

share of about 65 per cent2. In spite of its high market share, the company only has 3.8 

million subscribers3 (www.swisscom-mobile.ch). Hence, Swisscom Mobile is a small 

firm in a large network of mobile operators, which in accordance with Gomes-Casseres 

(1994) implies that its influence in the network might be limited. 

 

Due to its large amount of subscribers, Vodafone benefits from scale advantages in 

purchasing and product development. These advantages were, according to 

representatives of Swisscom Mobile, one of the main reasons why the operator entered 

into the alliance with Vodafone. The combined technology know-how of the large 

group of operators should also be vast. In accordance with Lorange & Roos (1992), this 

implies that Vodafone has a dominant position in the alliance and, hence, that it can 

exercise power in the network. We believe that the stake in Swisscom Mobile held by 

Vodafone might strengthen the power of Vodafone in the alliance further. According to 

Das & Teng (2002), power asymmetry in alliances can create conflict and might lead to 

one partner achieving its goals at the expense of the other party. A less influential 

position in an alliance or alliance network, therefore, implies that there is a risk that the 

company will not be able to reach its goals and objectives in the alliance. Hence, 

avoidance of power asymmetry should be a goal for a less influential company in an 

alliance or alliance network. 

 

However, Dwyer (1984) states that most exchange relationships in society are 

characterised by an unbalanced power division, since it is difficult to find two firms 

having similar expertise, negotiations skills and dependency positions. Hence, a power 

perspective is in our opinion potentially a very beneficial approach for all companies 

                                                
1 The figure is calculated proportionate to Vodafone’s percentage interest in its 

subsidiary undertakings, associated undertakings and investments as per September 

2004.  

2 Statistics as per December 2003. 

3 Statistics as per December 2004. 
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engaged in strategic alliances. It is our impression that most researches in the field of 

strategic alliances have been conducted from the point of view of a stronger party in a 

strategic alliance that might have a power advantage over its collaboration partners (cf. 

Lorenzoni & Baden-Fuller 1995, Boje & Wetten, 1981). For this reason, it is our 

intention to investigate the situation from the perspective of the firm with relatively less 

influence. Since these firms run the risk of losing control to their stronger collaboration 

partners (cf. Gomes-Casseres, 1994, Das & Teng, 2002), we believe that the factors 

behind the achievement of the goals and objectives in the alliance might differ 

somewhat for these firms compared to for the dominant firms. Above all, a more 

balanced power division should benefit the achievement of the goals and objectives of 

the less influential firm.  

 

In order to investigate what the success factors of a firm suffering from power 

asymmetry and relatively less influence in an alliance might be, we will analyse the 

alliance between Swisscom Mobile and Vodafone. This way we hope to contribute with 

some new knowledge to the already existing knowledge in this field. To achieve this, 

we have formulated the following research questions: 

 

- What are the bases of any power asymmetries in the strategic alliance between 

Swisscom Mobile and Vodafone? 

 

- From a power perspective, what factors are important for Swisscom Mobile to 

achieve its goals and objectives in the strategic alliance?  

1.3 PURPOSE 

The purpose of this thesis is to identify success factors for companies with less 

influence and power than their collaboration partner/s in a strategic alliance.  
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1.4 DELIMITATIONS 

As already mentioned, strategic alliances can take a wide range of forms. However, 

when using the term in this thesis we refer to the type of partnership used by Swisscom 

Mobile and Vodafone, i.e. an alliance characterised by one party making an equity 

investment in the other party. Furthermore, this study is conducted from the perspective 

of the less influential and less powerful party in the alliance, i.e. Swisscom Mobile. For 

this reason, the factors important for Vodafone as a dominant firm to be successful in 

the alliance will not be taken into consideration. 

1.5 TARGET AUDIENCE 

This thesis is mainly directed to readers that already have acquired some previous 

knowledge in the field of strategic management, such as students of business 

administration and researchers active in this field. However, this thesis also targets 

Swisscom Mobile and other companies engaged in alliances that are interested in how 

power asymmetry can affect the chances of a company to reach its strategic goals and 

objectives in an alliance. 

1.6 READER’S GUIDE 

This study is divided into six chapters. In the introduction chapter, we have presented 

the problem of investigation and the purpose of the study. This is followed by a 

methodology chapter, where we give the reader an understanding for how the study has 

been conducted as well as for the reasons for our chosen methods. In chapter three, we 

present the current knowledge on power division in strategic alliances and the success 

factors that we deem relevant for companies suffering from power asymmetry in an 

alliance to achieve their goals and objectives in the alliance. In chapter four, we present 

the empirical data from the alliance between Swisscom Mobile and Vodafone that we 

will analyse in chapter five using the theoretical findings. Finally, in chapter six, we 

present our conclusions and give some suggestions for further research. 
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Depending on target audience, different chapters of this thesis might be of differing 

interest and importance. We would, therefore, like to offer some reading suggestions 

based on target audience: 

 

For students and researchers: Read the entire thesis and please pay extra attention to 

the methodological approach and conclusions.  

 

For companies, especially co-workers at Swisscom Mobile: Our conclusions, above all, 

should be of interest. For co-workers at Swisscom Mobile, we also recommend chapter 

four, where we present the empirical data from the company. Depending on time and 

interest, we also recommend chapter five, where we analyse what factors are important 

for the company to achieve its goals and objectives in the alliance with Vodafone.  

 

For friends and family: Glance through the thesis and look at our colourful pictures. 

You might also want to read our analysis. - Who knows, maybe you can learn 

something that can be useful in your private life! 
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2 METHODOLOGICAL APPROACH 

 
“Method originally meant ‘the way to the goal’.” 

(Kvale, 1997 p. 91, freely translated) 

 

In our opinion, the quotation above illustrates the very purpose of a methodology 

chapter. In this chapter we will give the reader insight into how we conducted this 

study, as well as the reasons for our chosen method. The chapter basically follows our 

own process when conducting the study. This work process is illustrated in figure 1 

below.  

 

 

Figure 1: The work process of this study (Source: Own construction). 

 

We begin this chapter by explaining our scientific approach, which is influenced by the 

hermeneutic view of science and our own pre-understanding for the topic of 

investigation. This view on science affected all our other choices when conducting this 

Hermeneutics and Preunderstanding

CLASSIFICATION 

OF STUDY

1. Case Study                     

2. Qualitative Method        

3. Deduction

DISCUSSION OF 

METHOD

1. Validity

2. Reliability

3. Generalization

4. Risk of Bias

PRACTICAL 

PROCEDURES

1. Interviews

2. Questionnaire

SCIENTIFIC APPROACH
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study and to illustrate this it is placed in the background in the model above. The second 

step in our work process was to decide on the classification of the study, which is 

explained in the second section of this chapter. The third step when conducting this 

study was to gather the empirical data. These practical procedures are described in the 

third section of this chapter. For all researches the validity, reliability and the possibility 

to generalise the results are of importance. These topics will, therefore, be addressed 

when we discuss our methods used at the end of this chapter. In addition to this, the risk 

of bias, originating from the fact that Swisscom Mobile financed this project, will be 

discussed. 

2.1 SCIENTIFIC APPROACH 

There are two main scientific approaches, positivism and hermeneutics, with different 

views on how knowledge is created and how research should be conducted. According 

to Thurén (1991), observation and logic are viewed as the only sources of knowledge 

within the positivist movement. A phenomenon is approached critically and should be 

measured and quantified in order to enable the researcher to draw general conclusions. 

Our scientific approach, however, is more in line with the hermeneutical view.  

 

Gilje & Grimen (2004) state that hermeneutics believe that some phenomena require 

interpretation in order to be understood. People never approach the world unprejudiced, 

but interpret a phenomenon based on pre-understanding or prejudices. Using this pre-

understanding, hermeneutic human sciences aim to interpret a phenomenon to find out 

the meaning and thereby develop real understanding (Radnitzky, 1968 in Norén, 1995). 

Hence, whereas hermeneutics use pre-understanding to interpret the observed 

phenomenon, positivists try to suppress the pre-understanding and objectively approach 

the phenomenon (Patel & Davidson, 2003). 

 

In order to look upon strategic alliances from the perspective of the less influential 

party, we need to understand the situation, context and actions of this firm. We do not 

believe that this is possible with a positivist view, with its focus on objectivity. We 

believe that people’s experiences and culture etc. influence the way they interpret their 
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world and a certain phenomenon. Therefore, we do not believe that it is possible to 

reach objectivity in the sense strived for in the positivist movement. 

 

Before approaching the phenomenon we aimed to study, we acquired insights into the 

current knowledge about strategic alliances by reading a wide range of articles and 

literature on the topic. When we started gathering empirical information, we already had 

a notion about what we were about to observe. In accordance with the hermeneutical 

view, this pre-understanding is necessary in order to give meaning to the observed 

phenomenon and to direct the attention of the researcher to the relevant issues (Gilje & 

Grimen, 2004). Hence, in this study we had a hermeneutical view of science and 

approached the strategic alliance between Swisscom Mobile and Vodafone with a pre-

understanding of the phenomenon. Furthermore, during the whole process of 

conducting the study, we reflected over our pre-understanding and compared it to the 

situation we, therefore, observed, constantly questioning our interpretations. This way 

we believe that we developed our pre-understanding into more accurate understanding. 

2.2 CLASSIFICATION OF STUDY 

The purpose of this study is to identify success factors from a power perspective for the 

less powerful party in an alliance. Based on this purpose, we therefore classify our study 

as explorative. Our hope with this study is to contribute to the existing knowledge about 

strategic alliances. To achieve this we need to study the already existing theories as well 

as explore and explain new findings through an empirical investigation, through which 

we can hopefully contribute with new knowledge about power division and success 

factors in strategic alliances. This is, in accordance with Lundahl & Skärvad (1999), a 

characteristic of an explorative study. This explorative study will be conducted using a 

case study and qualitative methods, and the reasons for this will be explained in the 

following two sections.  

2.2.1 CASE STUDY 

We believe that the factors behind the success of a less powerful party in an alliance or 

alliance network only can be observed from the inside of the organisation. It is crucial to 

understand how people within the organisation think, argue and act, as well as to 
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understand the measures taken to achieve the goals and objectives of the company in the 

alliance. To achieve this, we need to go deep into the prevailing situation, which is why 

we decided to conduct our study using a case study. This is supported by Lundahl & 

Skärvad (1999), who argue that a case study makes a deep analysis of a specific case in 

connection to its context possible.  

 

The case studied in this thesis is the strategic alliance between the mobile operators 

Swisscom Mobile and Vodafone. As argued in the introduction chapter of this study, we 

have reason to believe that the division of power in this alliance is somewhat 

unbalanced in Vodafone’s favour. This relation is what makes this particular alliance 

interesting for us to study, since it can help us highlight the importance of power 

division for the success of a company with less influence and power than its 

collaboration partner/s in an alliance. Hence, this case was chosen based on the 

possibility to contribute to the present knowledge on strategic alliances. This process of 

identifying a case based on its potential to expand already developed theory is referred 

to by Glaser & Strauss (1967) in Eisenhardt (1989) as theoretical sampling.  

 

In this thesis, we apply existing theory to a case study in order to refine4 the theory 

(Keating, 1995). We use theory on success factors that somehow are connected to 

power in order to understand and explain the specific success factors from the 

perspective of a company that is relatively less powerful than its alliance partner and 

less influential in the alliance network. This way we might be able to propose 

modifications of the theory for this type of situation. This is what Keating (1995) calls a 

theory illustration case.  

2.2.2 QUALITATIVE METHOD 

One generally distinguishes between qualitative and quantitative research methods. 

Qualitative methods are based on what people have said, thought and written (Miles & 

Huberman, 1994) whereas quantitative methods are used when the study demands 

                                                
4 Keating (1995) has proposed a terminology for classifying the contribution of a case 

study in the field of management accounting. However, in our opinion this terminology 

can with benefit be used in other fields as well. 
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statistical procedures or other forms of quantification (Strauss & Corbin, 1998). 

According to Lundahl & Skärvad (1999) it is important to choose an investigation 

method based on the purpose of the study, because using the right method will in the 

end result in reliable and valid results.   

 

For our study, it is crucial to understand the situation of a less influential company in an 

alliance network. We need to understand its behaviour and thoughts behind decisions in 

order to find out which factors are imperative for this company to reach its goals and 

objectives in a strategic alliance. In accordance with Lundahl & Skärvad (1999) we 

emphasise that in order to understand a system and its characteristics, one has to 

understand the entire context around the system and the best way to do so is through 

using qualitative research methods. Miles & Huberman (1994), furthermore, maintain 

that qualitative research methods give the researchers a deep understanding of the 

discussions and topics. Hence, we consider qualitative methods to be suitable for this 

study. We argued earlier that we follow a hermeneutical view on science, and the choice 

to use qualitative research methods is, according to Lundahl & Skärvad (1999), 

congruent with this scientific approach.  

2.2.3 RESEARCH APPROACH 

We identified our problem of investigation through reading articles in academic journals 

and literature in the field of strategic alliances. Using existing knowledge and theory as 

a base, we identified an area that we considered not to be fully investigated. We put 

together a frame of references from existing theories and used this to draw conclusions 

about the empirical reality we observed at Swisscom Mobile. In other words, we took 

our starting point in already existing theory and used this to draw conclusions about our 

case, which is how Patel & Davidson (2003) describes the deductive research approach.  

 

However, with this study we hope to contribute to the development of the theory in the 

field of strategic alliances. This means that we use our empirical observations to extend 

the present knowledge in the field. Hence, in some respects, we use the findings of a 

singular case to formulate theory. This is referred to by Patel & Davidson (2003) as an 

inductive research approach. Hence, our research approach contains characteristics of 
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both induction and deduction, but as we took our starting point in theory, we consider it 

to have stronger connections to deduction. 

2.3 PRACTICAL PROCEDURES 

The empirical data in this study was gathered during three weeks at the headquarters of 

Swisscom Mobile in Berne. The data consists of findings from interviews and 

questionnaires at the company, combined with information from written documentation. 

The written material is so called secondary sources, that is, data not collected for the 

purpose of this study (Lundahl & Skärvad, 1999). It comprised internal information 

material supplied by Swisscom Mobile and general information about the two 

companies from their homepages.  

 

We generally consider the secondary sources to be reliable; all our secondary sources 

are from 2004 and must therefore be considered contemporary with the phenomenon 

they concern. One possible point of caution concerns the information from the 

homepages of the companies. Since this information has commercial purposes, there is 

a risk that the information is biased. However, we have relied on this type of 

information to a very limited extent, and, therefore consider this to have a negligible 

affect on the study. The written material supplied by Swisscom Mobile was to be used 

for internal purposes and we, therefore, see no reasons to why these sources should be 

biased.  

 

The information gathered through interviews and questionnaires comprise our primary 

sources, i.e. the information collected for the purpose of this study (Lundahl & Skärvad, 

1999). In the following sections we will describe our procedures when conducting the 

interviews and collecting data through the questionnaire. 

2.3.1 INTERVIEWS 

All in all, six personal interviews were conducted at Swisscom Mobile. We identified 

the respondents based on their positions at the company, their knowledge about the 

alliance with Vodafone as well as on whether they had contact with Vodafone in their 

work. We suspected that the experiences from the cooperation with Vodafone would be 
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different on different levels of the company, since the cooperation ought to concern 

different matters. Therefore, we selected respondents from two different hierarchy 

levels: top level managers and operative managers. Based on these criteria, Swisscom 

Mobile provided us with names of suitable respondents and assisted with the booking of 

the interviews. In the end, interviews with the following respondents were conducted: 

 

- Top level:  

- One interview with the Head of Strategy and Business Development. This 

respondent was chosen because of his involvement both in the preparing and 

starting phase of the alliance and with the strategic questions concerning the 

company and the alliance today. 

- One interview with the Head of Product Strategy and Pricing. This 

respondent was responsible for the formulation of the overall product 

strategy at Swisscom Mobile. He was, furthermore, in charge of the 

management level contacts with Vodafone and of the “Partnership Office” at 

Swisscom Mobile, which handles the information about the partnership 

between the two companies.  

 

- Operative level: 

- Three interviews with operative managers. These three respondents were the 

heads of departments where the cooperation with Vodafone was most 

extensive.  

- One interview with a co-worker at the Technical Operations department. In 

this case, the head of the department in question was unavailable. We were 

therefore referred to another co-worker with comparable knowledge about 

the cooperation with Vodafone in the department and with extensive contacts 

with the company in his work. 

 

The purpose of this study is to identify success factors for the less influential company 

in the partnership. Hence, in the interviews our focus was on whether or not the 

strategic goals and objectives of Swisscom Mobile had been reached and what had 

contributed to this. The division of power in the alliance was addressed, as were 

problems the company had encountered and what solutions were found. The logic 
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behind this is straightforward. In order to reach certain goals, encountered problems 

need to be solved in an effective manner. Through asking this type of questions, we 

aimed at gathering extensive information about the power division in the alliance and 

about the success factors of the less influential party, in this case Swisscom Mobile. 

This information was deemed necessary for us to be able to answer our questions of 

investigation and fulfil the purpose of this study. 

 

In order to receive deep and extensive answers on these topics we asked open-ended 

questions (see appendix 1). The respondents were encouraged to speak freely and 

spontaneously. We did not want to risk influencing or limiting the answers of the 

respondents by asking too detailed questions based on our theoretical knowledge about 

success factors in strategic alliances. This is addressed by Strauss & Corbin (1998) as 

imperative when conducting a case study based on theoretical sampling. There is, 

according to the authors, a risk that information important for the study is withheld 

because the researchers ask too specific questions. As a consequence, the value of the 

case might be limited. 

 

Some of the interview questions were equal for all the respondents, but some 

adaptations were made to each respondent due to the different areas that the cooperation 

with Vodafone concerned. The order of the questions was influenced by the answers of 

the respondents. The interviews can therefore be described as semi-structured (Lundahl 

& Skärvad, 1999). When necessary, follow up questions were used to receive more 

detailed answers or to validate our interpretations. Before the interviews, the 

respondents were sent information about the main topics of the interview, giving them 

an opportunity to reflect upon the topics before the interview. They were also informed 

about the purpose of the interview. Hence, they could give their informed consent, 

which is an ethical aspect stressed by Kvale (1997). All respondents, furthermore, 

agreed to appear with name and be quoted in the thesis.  

 

All the interviews were conducted at Swisscom Mobile’s headquarters in Berne, either 

in the office of the respondent or in a conference room. In accordance with Kvale 

(1997), we believe that the well-know environment in combination with the relaxed 

atmosphere had a positive influence on the interviews. All interviews lasted between 30 
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and 60 minutes and both researchers were present. One asked the main questions, 

whereas the other focused on asking relevant follow up questions. Five of the interviews 

were conducted in German and one in English. Neither of these languages is the mother 

tongue of the researchers. However, we stress that our language skills are good enough 

for this not to have constituted a problem. All citations from the interviews are 

presented both in the original version and translated into English. The quotations have, 

furthermore, been approved by the respondent in question.  

 

All interviews were recorded on tape after the consent of the respondents. Using a tape 

recorder might sometimes have a checking effect on the respondents (Kvale, 1997), but 

no one showed any hesitation at all concerning the recordings. The tape recordings 

ensured that no information was missed during the interviews. Afterwards, the 

interviews were transcribed word for word.   

2.3.2 QUESTIONNAIRE   

After conducting the interviews, we developed a questionnaire based on the information 

from the interviews and on our theoretical knowledge about strategic alliances. Our 

purpose with the questionnaire was to receive information about the contacts between 

people at the operative level at Swisscom Mobile and their counterparts at Vodafone. 

With the questionnaire, we aimed at gaining a more profound knowledge about the 

cooperation with Vodafone, including aspects about the cooperation important on a 

daily basis as well. Hence, the focus was on the opinions of the co-workers at Swisscom 

Mobile and for this purpose a questionnaire is well suited (Ejvegård, 2003). 

 

We wanted to distribute the questionnaire among co-workers having frequent contacts 

with co-workers at Vodafone. However, to identify these respondents proved to be 

rather difficult, since the cooperation in some departments were mainly project based. 

Finally, 27 people were identified that were supposed to have regular contacts with 

Vodafone, independent on a specific project. Since only 27 co-workers constituted the 

population, we could include the whole population in the survey.  

 

The questionnaire contained 25 standardised questions (see appendix 2), i.e. all 

respondents answered the same questions. The first four questions were simple, general 
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questions, as recommended by Lundahl & Skärvad (1999). 20 statements that the 

respondents were to decide on followed these questions. This was the main part of the 

questionnaire and revolved around aspects about the contact, information and know-

how exchange and cooperation with Vodafone. Last, but not least, the respondents were 

given an opportunity to leave additional comments. All questions, except for the last 

question, were closed questions. Before submitting the questionnaire, the questions 

were tested on a person from the population. After this some minor clarifying changes 

were made. 

 

The questionnaire was sent by e-mail to the respondents who filled it out and returned it 

to us by e-mail again. All in all, 19 people filled in the questionnaire. The non-response 

rate was 29.6 per cent (eight people). From these, six people stated that they had no 

contact with co-workers at Vodafone. Hence, they did not really belong to the target 

group of the questionnaire. Only two co-workers failed to fill out the questionnaire 

without leaving any explanation. For this reason we consider the non-response rate to 

have a negligible effect on our study.   

 

When analysing the results of the questionnaire, five questions were deemed irrelevant 

for the purpose of the study (questions 1, 2, 9, 22 and 23). These have, therefore not 

been taken into consideration. 

2.4 DISCUSSION OF METHOD 

All through this chapter, we have described our scientific approach and our methods 

when conducting this study. However, every method has its disadvantages and the 

remaining part of this chapter will, therefore, be devoted to discussing the possible 

problems connected to our approach when conducting this study. This discussion will 

revolve around the validity of the study, i.e. to what extent we have measured what we 

intended to measure, and the reliability of the study, i.e. the lack of random 

measurement mistakes (Lundahl & Skärvad, 1999). The possibility to generalise the 

results of this study will also be addressed. Since this study was conducted on 

assignment of Swisscom Mobile we, furthermore, consider it important to discuss how 

this can have affected it.  
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2.4.1 VALIDITY  

In this study we have collected empirical information from several sources in an effort 

to achieve what Yin (2003) refers to as triangulation. By using three different empirical 

sources: interviews, questionnaires and written material, and through gathering 

information from three levels of the company, we tried to increase the validity of our 

study. Yin (2003) maintains that triangulation should be strived for in order to shed light 

on the phenomenon from different perspectives and thereby catch as many aspects of it 

as possible.  

 

Our data collection was, furthermore, not limited to interviews and questionnaires, but 

due to our presence at the company, we had unlimited access to people working with 

questions concerning the alliance. Through informal discussions and conversations with 

co-workers, we were able to achieve a greater understanding for the context of the 

company and of the alliance. We believe that this strengthens our study further. No 

empirical information was collected at Vodafone, which possibly could be seen as a 

weakness with our study. However, we explicitly aim at describing the partnership from 

the perspective of the less influential party, i.e. Swisscom Mobile. Therefore, we did not 

consider it necessary to conduct interviews at Vodafone. We do not believe this to have 

had a negative influence on our study.  

 

As already mentioned, we conducted six interviews at Swisscom Mobile. Taking into 

consideration how many people that are involved in the partnership with Vodafone at 

the company, we consider this to be a relatively low number. However, through 

gathering data both through interviews and questionnaires, we were able to reach a 

larger group of people, having contacts with Vodafone in their work. We believe that 

this strengthens the validity of our study, since it lessens the dependence on the 

relatively low number of interviews conducted. In one case, the head of the department, 

who in our opinion was most suitable to interview, could not participate. Instead, we 

were referred to one of his co-workers with comparable knowledge about the 

cooperation with Vodafone. For this reason, we do not believe that this has had any 

negative influence on our study.  
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2.4.2 RELIABILITY 

Reliability of a study can, according to Lundahl & Skärvad (1999), be ensured through 

different measures of standardisation, since this limits the risk of random measurement 

mistakes. The measurement result should neither be influenced by who conducts the 

study nor by in which environment the study is carried out (Lundahl & Skärvad, 1999). 

The interviews in this study were all conducted in the same environment and contained 

similar questions for all respondents. Through the questionnaire, more people had the 

chance to give their opinion about the cooperation, which limited the risk of someone’s 

possible idealisation of the partnership influencing the study. The questions in the 

questionnaire were tested before distribution, which ensured that the formulations gave 

the type of answers that we were looking for. This way, we believe that we have 

succeeded in limiting random measurement mistakes. However, this study is very much 

based on the perceptions of people at Swisscom Mobile involved in relationships with 

people at Vodafone, and as such it is constantly changing. Due to the passing of time 

and changing opinions of people, we, therefore, do not believe that this study would 

generate the same results when repeated by someone else at another time. 

2.4.3 GENERALISATION OF RESULTS 

Strategic alliances have become a common phenomenon (Doz & Hamel, 1998) and 

every company involved in this type of collaboration needs to know what aspects are 

important in order to achieve its goals and objectives in the alliance. Therefore, the 

practical use of our results is potentially high. As for the academic use, we hope to 

contribute with knowledge in some aspects of strategic alliances not fully investigated. 

Hence, we hope that the results of this study will be of interest both in practise and for 

students and researchers in academic circles. 

 

Generalising from case studies, however, is often seen as problematic. Some researchers 

are even of the opinion that it is not possible at all (Baxter & Chua, 1998). The accounts 

from a case are often dependent on a certain situation. Baxter & Chua (1998), however, 

maintain that a researcher is not generalising the case per se, but the behaviours and 

issues that are exemplified by the case. We believe that even though our case involves 

certain characteristics specific for the cooperation and cooperative agreement between 

Swisscom Mobile and Vodafone, our conclusions might apply for other companies in 
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comparable situations as well. In alliance networks in general, conflicts ought to arise 

because of differing goals and differences in influence and power. The companies in a 

network cooperate in certain areas, but most likely have incongruent goals in other 

fields. Every company strives to achieve its individual organisational goals and 

objectives, and in this context, our findings might potentially be very interesting for the 

company with relatively less influence in the network. This is not only the case in the 

telecommunications business, which is why we believe that our findings might be 

applicable for companies in other industries as well. However, more researches are 

needed in order to test the results of this study on a larger population and thereby 

increase the generalisability of the results.  

2.4.4 THE RISK OF BIAS 

This study is financed by, and conduced on assignment of the Strategy and Business 

Development department at Swisscom Mobile. As already mentioned, we spent three 

weeks at Swisscom Mobile’s headquarters in Berne gathering the empirical material. 

When conducting a study, there is always a risk that the object of investigation will 

influence the researchers. This topic is addressed by Kvale (1997), who emphasises the 

importance of the independence of the authors for the quality of the scientific 

knowledge generated. However, we believe that since we spent the majority of the time 

working with this thesis in Sweden and only three weeks at the company, our 

involvement in the company was rather limited and, hence, should not have had a 

negative impact on our study. We rather believe that our presence at the company had a 

positive effect on our study, since it, as already mentioned, enabled us to acquire a more 

profound understanding for the company and its situation. 

 

Kvale (1997) maintains that close involvement can contribute to identification as a 

member of the organisation. In our case, one of the authors had done a seven-month 

internship at Swisscom Mobile before the conduction of the study, which could have 

created a feeling of loyalty towards the company. However, the author was not involved 

with the department of Strategy and Business Development during the internship. In this 

context, we would, furthermore, like to point out that we were two authors conducting 

this study. For these reasons, we consider the risk of bias to be low. 
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3   A MODEL OF POWER DIVISION 

IN STRATEGIC ALLIANCES 

 
 “Remember that both parties need to get something out of it (money eventually). 

Mutual benefit is vital.”  

     (Ohmae, 1989 p. 149) 

 

In the introduction chapter of this thesis, we stated that companies enter into strategic 

alliances in order to achieve a defined set of goals. In the quotation above, Ohmae 

(1989) points out that it is vital that both parties of the alliance need to attain benefits 

from the partnership. However, unbalanced power between the partners might endanger 

the attainment of these benefits for the party with less influence in the partnership (Das 

& Teng, 2002). In this study we aim to identify factors that are essential for companies 

that have less influence and power in an alliance. These identified factors should help 

these companies to achieve their planned goals and objectives in the alliance. In this 

chapter we will, therefore, summarise the present knowledge in the field of strategic 

alliances that we deem relevant to achieve this.  

 

Based on a power perspective, we will develop a model summarising the success factors 

for the party with relatively less influence and power in an alliance, which we will 

compare with our empirical findings in the analysis chapter of the study. Scholars have 

identified a wide range of success factors for strategic alliances. These include for 

example commitment of the parties (Kanter, 1994), a readiness to learn (Hamel, Doz & 
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Prahalad, 1989) and effective governance (Dyer & Singh, 1998). Many of the identified 

success factors are of a general nature. Since, in this study, we apply a power 

perspective, only factors that somehow influence or are important for the relative power 

division between the parties in an alliance or alliance network will be addressed. Before 

developing this model, however, we will explain some possible bases of power 

asymmetry in strategic alliances and alliance networks. 

3.1 POWER DIVISION IN STRATEGIC 

ALLIANCES 

Strategic alliances can be analysed both on a dyadic level and on a network level. On a 

dyadic level, the unit of study is a one to one partnership between two firms (Gulati, 

1998). Today, more and more companies are involved in a number of alliances, often 

with multiple partners (Doz & Hamel, 1998). Hence, on the network level, the unit of 

study is the network of companies in an alliance. Which level you chose to analyse an 

alliance on has an impact on which factors are used to explain the power division in a 

partnership. From a power perspective, a major difference between the two is that on a 

dyadic level, only power division between two firms is taken into consideration (Das & 

Teng, 2002), including differences in bargaining power, whereas on a network level, the 

power balance between larger numbers of firms is accounted for. Aspects as for 

example the centrality of the firm in the network (Boje & Wetten, 1981) or the 

information flows between the companies (Gnyawali & Madhavan, 2001) are used to 

explain the relative power of the parties.  

 

We believe that analysing strategic alliances on both the dyadic and the network levels 

add important insights to the topic of power division in strategic alliances. Companies 

involved in strategic alliances with multiple partners will face dynamics connected to 

both levels, since power asymmetries endangering the achievement of goals and 

objectives can originate from both levels. This is supported by Gulati (1998) who states 

that companies need to know what it takes to be successful in an alliance, which 

includes aspects both on the dyadic and network level. As alliances with multiple 

partners are common today (Doz & Hamel, 1998), we believe that excluding one of the 

levels would render our analysis incomplete and undoubtedly limit the practical use of 
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the study. We, furthermore, believe that an integrated approach to these two levels 

would be of theoretical interest, since it would represent a more correct model of reality. 

In our impression researches are often conducted using one of these perspectives. 

Therefore, we believe that an integration of these two levels of analysis might contribute 

with new insights into the field of power division in strategic alliances.  

 

Hence, in this study, we recognise that strategic alliances are dyadic exchanges, but that 

these dyadic relationships, including performance and power balance, can be influenced 

by the context in which it exists. This context consists of the social network of other 

firms and alliances in which the firms are embedded. In the following two sections, the 

power division on a dyadic level and on a network level will be further discussed.  

3.1.1 POWER DIVISION ON A DYADIC LEVEL 

In one-to-one relationship in dyadic alliances, both parties usually have a certain extent 

of power over the other party. However, according to Das & Teng (2002), it is likely 

that this power is asymmetrical. This is also supported by Dwyer (1984), who states that 

an unequal power division is a characteristic of most exchange relationships in society.  

 

The power division in alliances is connected to the bargaining power of each party. 

Hamel (1991) argues that bargaining power within an alliance is a function of who 

needs whom the most and that the partner with higher bargaining power will gain a 

greater share of the fruit of the joint effort. Bargaining power can be defined as: 

 

“A bargainers ability to favourably change the ‘bargaining set’, to 

win accommodations from the other party, and to influence the 

outcome of a negotiation.”  

                                                                  (Yan & Gray, 1994, p. 1480) 

 

In our interpretation this means that the party with a higher bargaining power in a 

negotiation will be able to close a beneficial deal. Yan & Gray (1994) classify the 

sources of bargaining power into the two groups resource-based bargaining power and 

context-based bargaining power (see figure 2).   
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Figure 2: Resource-based, context-based and additional bases of 

bargaining power (Source: Own construction inspired by the work of 

Yan & Gray, 1994, and Dwyer, 1984). 

 

Resource-based bargaining power refers to a company’s dependence on the resources 

of its partner. This dependence is a source of bargaining power of the partner. Yan & 

Gray (1994) empirically found this important for the division of power in joint ventures. 

However, we believe that this concept can also be applied to strategic alliances, as 

defined in this study, since both parties in such an alliance contribute with resources to 

the areas of cooperation and, therefore, to some extent are depending on each other’s 

resource contribution.  

 

This reasoning is supported by Emerson (1962) in Das & Teng (2002 p. 441):  

 

“…when A needs resources from B, A develops a dependence on B, 

and consequently B acquires power over A. It follows that B’s having 

power over A means that B can influence the behaviour of A to a 

certain degree. The relative dependence between A and B determines 

the relative power between them. More power means more ability to 

influence the other party […]”  

 

In accordance with Pfeffer & Salancik (1978) in Das & Teng (2002), companies 

respond in this way to other companies in possession of critical resources. Hence, the 

firm that contributes more critical resources in an alliance will have more power in the 
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partnership. The firm that controls resources critical for its partner can use this power to 

gain the upper hand in negotiations (Pfeffer, 1981 in Inkpen & Beamish, 1997).  

 

Size of the firm has been identified as an explanatory factor behind power asymmetry 

(Oliver 1990, in Das & Teng, 2002). Gomes-Casseres (1994) states that small firms run 

particular risk to loose control to a larger partner if it does not control important 

resources. However, according to Burgers, Hill & Kim, (1993), smaller organisations 

are also likely to discover advantage in cooperation with a large firm. The authors point 

out that larger firms may provide smaller firms with cash resources, new investments, or 

even access to distribution channels. However, in accordance with Emerson (1962) in 

Das & Teng (2002), we believe that these benefits can easily make smaller firms 

dependent on its larger partner, which would lower the power of the smaller party. This, 

in turn, could reduce the chances for smaller organisation to achieve its strategic goals 

and objectives in the alliance. Hence, we argue that it, at least partly, is the amount of 

resources, such as know-how, financial strength, and realisation of economies of scale 

and/or scope that gives a larger firm a power advantage over a smaller firm. 

 

Yan & Gray (1994) classify stakes and alternatives (Bacharach & Lawler, 1984 in Yan 

& Gray, 1994) as grounds for context-based bargaining power. The stakes of a party in 

a negotiation concerns the importance of the outcome and of the relationship for the 

company. The higher the stakes, the lower the bargaining power of the party. Having 

more alternatives, on the other hand, is positively related to bargaining power. The 

party, who has more alternatives available for achieving the same goals as sought 

through the negotiations can chose to walk away from the negotiations. Consequently, 

the party has a greater bargaining power. However, we argue that a firm’s alternatives 

will decline with increasing resource dependency. If the firm is dependent on the 

negotiation partner for unique resources, alternative ways of accessing these resources 

will most likely be limited. This indicates that the more dependent a company is on its 

collaboration partner, the fewer its alternatives will be. In accordance with Yan & Gray 

(1994), this, in turn, will lower the bargaining power of the dependent party and, 

thereby, its chances of reaching its goals and objectives in the alliance.  
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In addition to the resource-based and context-based influences on bargaining power, 

Dwyer (1984) maintains that the credibility, expertise and negotiations skills of the 

parties affect the outcomes of a negotiation (see figure 2). In sum, a wide range of 

factors and competencies of the two parties in a dyadic alliance can affect the 

distribution of power. Das & Teng (2002) state that even though less influential parties 

in an alliance can take action to strengthen their positions, power asymmetry generally 

leads to dominance and to one party achieving its goals at the expense of the other 

party. However, as pointed out by Inkpen & Beamish (1997), the relative power in a 

partnership can change in time as resources, expectations, urgency and strengths and 

weaknesses of the involved parties change. Hence, the party with relatively lower power 

and less influence can change its bargaining position for the better. However, for this to 

be achieved, we believe that the party has to be aware of the basis for its disadvantage 

and actively strive for improving its situation. 

3.1.2 POWER DIVISION IN ALLIANCE NETWORKS 

According to Gulati (1998), the network perspective emphasises that the economic 

action of companies is embedded in a social context. Firms frequently enter into 

alliances with a large number of firms, creating networks of companies tied together 

through different forms of cooperative agreements (Gomes-Casseres, 1994). Thereby, a 

social network is created and the actions of each party in the network can influence, and 

be influenced, by this social context and the actors within it (Gulati, 1998). This social 

context is not taken into consideration on a dyadic level. 

 

Gnyawali & Madhavan (2001) build on the work of several researchers including Burt 

(1992 and 1998), Wasserman & Faust (1994) and Coleman (1990) and create a 

framework for predicting competitive behaviour based on the positions of the firms in a 

network. Part of this framework can, in our opinion, with benefit be used to understand 

the division of influence and power in alliance networks, since it explains power 

division based on the position of the company in question in the network. The 

framework is based on three different resource flows that flow between companies in a 

network. These flows include:  
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- Asset flows: Resources, such as money, equipment, technology and 

organisational skills (Madhavan et al., 1998 in Gnyawali & Madhavan, 

2001). 

- Information flows: Information about the resources, strategy etc. of the 

participating companies (Harrigan 1986, in Gnyawali & Madhavan, 

2001). 

- Status flows: Legitimacy, power and recognition from high status firms 

to low status firms (Gnyawali & Madhavan, 2001). 

 

Based on these flows, Gnyawali & Madhavan (2001) explain how the structure of the 

network influences the division of power. Their argumentation mainly revolves around 

the centrality of the firm in question and the interconnections between the firms in the 

network. This will be discussed in the remaining part of this section. 

 

The centrality of a firm refers to the extent that a firm has ties to a significant number of 

actors in the network. This situation is illustrated in figure 3 below, where the central 

firm (A) has ties to all other companies in the network. 

 

Figure 3: A central firm (A) with ties to all the other parties in the 

network (Source: Own construction inspired by the work of Gnyawali 

& Madhavan, 2001).  

 

Because of these multiple ties to other parties, the central firm has greater access to 

technology and management skills than less central parties. The central firm also 

benefits from its position as a nexus with a larger number of information sources and 

should therefore have better access to information than less central firms. Finally, the 

A
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central firm enjoys higher status and power due to its prestigious position. All in all, 

Gnyawali & Madhavan (2001) argue that this implies that the central firm benefits from 

resource asymmetry. The central firm can use this asymmetry against the less central 

firms and in accordance Emerson (1962) in Das & Teng (2002), we therefore argue that 

the central firm has a power advantage over less central firms in the network. However, 

a central firm also suffers from a number of drawbacks including dependence on the 

network and risks of information leaks through its many ties (Gnyawali & Madhavan, 

2001). This might also make the central firm less flexible and less able to change its 

strategy (Harrigan 1980, 1988 and 1985 in Burgers, Hill & Kim, 1993).  On balance, 

though, Gnyawali & Madhavan (2001) argue that the central firm still has an advantage. 

Among other things, they maintain that the central firm will retain bargaining power, 

since its centrality implies that it has something of value for the other parties.  

 

The influence of a central firm is also underscored by Lorenzoni & Baden-Fuller 

(1995). They found that successful alliances are often controlled by a central firm. Due 

to its control over the brand name and over the development of the systems that 

integrate the network, the central firm can exercise power over the network. The 

integration systems include an effective communication system and Lorenzoni & 

Baden-Fuller (1995) claim that the central firm has to ensure a free and unfiltered flow 

of information between parties in order to retain power. The authors found that the 

success of the network was based on the transfer of skill and knowledge from the 

central firm to partner firms. Hence, we conclude that a central firm can contribute to 

the success of the whole network by not abusing its power advantage and by sharing its 

superior information, asset and status (Gnyawali & Madhavan, 2001), instead of 

manipulating or in other ways holding it back. 

 

A second source of advantage for a firm in a network, identified by Gnyawali & 

Madhavan (2001), is based on the interconnections between the parties in the network. 

When one actor has ties to the other companies in the network, but these other 

companies do not have any ties to each other, structural holes exist (Burt, 1992 in 

Gnyawali & Madhavan, 2001). This situation is illustrated in figure 4a below where 

firm A can benefit from a structural hole between firms B and C.  
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Figure 4: a) An autonomous firm (A) benefiting from a structural hole 

between the firms B and C. b) An example of a dense network, where 

all firms have connections to each other (Source: Own construction 

inspired by the work of Gnyawali & Madhavan, 2001).  

 

These structural holes can be exploited by the structurally autonomous firms, i.e. the 

firms with many ties in the network benefiting from the structural hole. This firm can, 

according to Gnyawali & Madhavan (2001), manipulate the information in the network, 

thus gaining control benefits and the possibility to play other parties in the network 

against each other. The autonomous firm also benefits from greater power and status in 

the network, because it is relatively less dependent on its partners than vice versa. The 

partners can only reach each other through this focal firm.  

 

A high level of network density can be seen as the opposite to structural holes. In dense 

networks there are many interconnections between firms (Gnyawali & Madhavan, 

2001), which is illustrated in figure 4b, where all the firms have ties to each other. As a 

result, the information and resource flows are more efficient both due to the 

interconnections between the parties and due to information sharing routines. Trust and 

shared norms will develop more easily in dense networks and sanctions will be more 

effective due to reputation effects, Gnyawali & Madhavan (2001) maintain.  

 

The density of the network has several implications for the power division among 

parties. Gnyawali & Madhavan (2001) argue that since all parties are likely to have 

access to the same information, no firm will have access to unique information. 

Furthermore, since larger volumes of resources flow through the network at a higher 

speed, the advantage of centrality decreases as density increases. Firms in the network 

will be less dependent on the central firm, hence, decreasing the relative power of this 

A
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A
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focal player. However, in accordance with Emerson (1962) in Das & Teng (2002), we 

believe that as large volumes of resources flow between all the firms in the network, all 

firms should be more dependent on each other in a dense network. Of course this does 

not necessarily mean that the division of power is asymmetric. 

 

In this section we have found that the power of a company in a network can be limited 

depending on its position in the network and its ties to the other firms. According to 

Gnyawali & Madhavan (2001) a central or a structurally autonomous firm benefit from 

power advantages due to resource asymmetries based on superior asset, information and 

status flows. We argue that this indicates that the remaining firms in the network suffer 

from a power disadvantage, which might endanger their possibility to achieve their 

goals and objectives in the alliance. In accordance with Gnyawali & Madhavan (2001) 

these firms can improve their power positions by increasing their number of ties to other 

firms in the network and thereby increasing the network density. 

3.2 A MODEL OF SUCCESS FACTORS 

Until now, we have dedicated this chapter to discussing the reasons behind power 

imbalance between alliance partners. Through including both a dyadic level and a 

network level, we have identified several important aspects both concerning the power 

division between two companies and based on the structure of a social network. 

However, in order to fulfil the purpose of this study, we also need to address how 

companies can control these types of power imbalances and achieve their goals and 

objectives despite possible negative influences caused by an inferior position in the 

network or towards their partner/s. For this reason, we will devote the remaining part of 

this chapter to the identification of success factors. The findings of the prior sections 

will be used in this quest, finally leaving us with a model showing which factors are 

imperative for the party in an alliance to achieve its goals although suffering from 

power asymmetry. Before we do this, however, we need to define what we mean by 

success. 

 

We have, on several occasions in this study, pointed towards the fact that companies 

enter into strategic alliances in order to achieve a defined set of goals and objectives. A 
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weak position in an alliance can hinder the achievement of the goals of the company 

(Das & Teng, 2002). Companies can enter into alliances for a number of reasons, but in 

the end, it is all about profit. As Ohmae (1989) points out, the parties eventually expect 

to generate money from the cooperation. The topic of goals in strategic alliances and 

alliance networks is a bit more complicated, however.  

 

Das & Teng (2002) point out that both the benefits of the individual organisation and 

the group of organisations are of importance in alliances. Some firms might focus on 

their individual benefits and perceive the alliance as a means of reaching these benefits 

or goals. For other firms, the focus might be on common goals and benefits for all the 

alliance members. The success factors we identify should serve a less influential firm in 

an alliance network to achieve its goals and objectives in the alliance. This is congruent 

with us conceptually grounding our framework on a power division perspective. Hence, 

by success we mean the achievement of individual organisational goals and objectives 

in a strategic alliance or alliance network.  

 

Gomes-Casseres (1994) states that the goals of a company in an alliance are not 

achieved automatically. He maintains that the partners have to find a cooperation 

structure that provides an environmental incentive for performance. In the upcoming 

sections we will, therefore, discuss success factors, that we believe can help firms with 

weaker bargaining power to create a cooperation structure or environment that will help 

them gain bargaining power, avoid dependency and achieve their defined set of goals 

and objectives in the alliance.  

 

Before we explain our model of success factors, we will present our process when 

identifying these success factors. This way we hope to give the reader a better 

understanding for our model.  

 

After reading a large number of articles about strategic alliances, we started to take out 

factors that were identified by scholars as decisive for the success of a company in an 

alliance. In order to make it perspicuous for us, we divided the factors into different 

clusters. However, not all the factors had a connection to the division of power in an 

alliance and based on this we excluded a number of factors. At the end it came down to 
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four clusters that we chose to call Managing, Sharing, Learning and Trusting. These are 

illustrated in figure 5. The arrows in the model represent the mutual influence of the 

clusters of success factors. The nature of this influence will be discussed at the end of 

this chapter, where we summarise the success factors in a more detailed model.  

 

Figure 5: A model of success factors (Source: Own 

construction). 

 

In the Managing cluster, some of the factors are of a rather static nature are also 

important when entering into an alliance. The factors within this cluster are, 

furthermore, mainly important on a dyadic level, i.e. for negotiating in a one-to-one 

relationship, since these factors have a direct influence on the division of power 

between two parties. The other three clusters, Learning, Sharing and Trusting, are more 

dynamic. These factors can be influenced when people from different organisations 

interact on a network level. By influencing the power position of a company on a 

network level, the factors in these three clusters often have an indirect influence on the 

bargaining power important on a dyadic level. This in turn will simplify for a firm 

suffering from a weaker power position to reach its strategic goals and objectives in the 

alliance. This connection between the success factors and the dyadic and network levels 

will be further discussed when we address one cluster at the time in the following 

sections, starting with Managing. 
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3.2.1 MANAGING 

On a management level, aspects concerning the goals of the companies in an alliance 

and the resources contributed are of importance for the distribution of power and 

elimination of dependencies. We believe that one way of eliminating dependency could 

be to some extent having different goals than the alliance partner. Hamel, Doz & 

Prahalad (1989) state that each partners’ strategic goals should converge but that their 

competitive goals should diverge, giving the companies the chance to do what they are 

best at. In accordance with Hamel, Doz & Prahalad (1989), we believe that some goals 

must to some extent diverge, leaving companies with more alternatives. With diverging 

goals compared to alliance partners, a firm has alternative ways of achieving its overall 

strategic goals than through the alliance. It would also make the firm less dependent on 

its partners. In accordance with Yan & Gray (1994), this would increase the bargaining 

power of the companies. 

 

Badaracco (1991) emphasises the avoidance of dependency and states that, in general, 

alliances should be a way of supplementing and improving a firm’s knowledge, not a 

substitute for internal development. This can be achieved through the possession of rare 

and unique resources, because, to some degree each firm can contribute or withdraw 

resources that are attractive to its partners (Inkpen & Beamish). Hamel (1991) points 

out that when a firm controls an irreplaceable resource or input, a dependency situation 

is created. Pfeffer (1981) in Inkpen & Beamish (1997), furthermore, emphasises that a 

firm that has the option to contribute or withdraw an input can use that option as 

leverage when bargaining with its partners. For this reason, it is imperative that 

managers have a clear, strategic understanding of the company’s current capabilities 

before entering into an alliance (Badaracco, 1991). Being aware of the core 

competencies of the company will help managers to manage the alliance better, since 

they know their own strengths Badaracco (1991) argues. 

 

Prahalad & Hamel (1990) also stress the importance of having a clear understanding of 

the core competencies. They state that a company cannot have an intelligent partnership 

without a clear understanding of the core competencies it is trying to build and 

contribute to the alliance. Our conclusion is that a less powerful firm in an alliance must 

try to develop and contribute rare resources to the alliance. This would make the 
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alliance partners more dependent on its contributed resources and, thereby, in 

accordance with Emerson (1962) in Das & Teng (2002) increase the power of the firm. 

Hence, we argue that contributing rare resources to the alliance will help firms with 

lower bargaining power to secure an important position within the alliance and gain 

bargaining power towards the central firm, which in turn can help them to achieve their 

goals and objectives in the alliance.  

 

An essential aspect that should not be forgotten is the role of management. Managers 

must manage the strategic alliance and its structure in a way that enables them to reach 

their strategic goals and objectives (Hamel, Doz & Prahalad, 1989). The management 

team must include strong persons that are committed to the success of the alliance 

(Badaracco, 1991). There must, furthermore, be a sense of belief that the alliance is 

necessary for the company among the individuals and groups within the organisations 

that are expected to exchange knowledge, skills and resources, Badaracco (1991) 

continues. Hence, an alliance should be managed in a way that motivates the personnel 

of a company to work for the success of the alliance. 

 

As mentioned above, managers must find the strengths of the company and build on this 

in order to increase the bargaining power of the firm. However, managers must ensure 

that the critical inputs that are contributed to the alliance are implemented and used by 

the other organisations within the network (Badaracco, 1991). We believe that if 

managers fail to do so, over time their dependency will increase and their bargaining 

power will decline. For a firm with lower influence to increase its bargaining power, it 

is not enough to be innovative and contribute with ideas. The firm with lower power 

position must create a certain dependency from the other organisations in the network. 

Therefore, we believe it is essential that the company’s contributions are implemented 

in the other firms in the network. Through this action companies with weaker 

bargaining power can secure a stronger position within the network due to the 

dependency of the other firms. The strong position on a network level will in turn 

increase the bargaining power of the company on a dyadic level, which in turn increases 

the company’s chances of achieving its goals and objectives in the alliance.  
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If we summarise the findings of this section, we have seen that it is imperative for firms 

with lower bargaining power to retain their uniqueness, even though they are in an 

alliance with dominant companies. To do so they have to strive for independency and 

not follow the exact same footsteps as the dominant partner. This, in turn, gives firms 

with weaker bargaining power more alternatives which in accordance with Yan & Gray 

(1994) increase their bargaining power. Having rare resources would help these 

companies to secure a strong position within the network and towards a dominant firm 

on a dyadic level. The role of management is also very important in alliances. The 

management has the difficult task of securing a strong position within the alliance. they 

must be strong leaders and motivate their own personnel, at all levels, to strive for the 

success of the firm in the alliance.  

3.2.2 SHARING 

For collaborations to succeed, Hamel, Doz & Prahalad (1989) argue that each partner 

must contribute something distinctive to the partnership, such as basic research skills, 

manufactory capacity, access to distribution channels and product development skills. 

All partners should contribute something valuable that can be shared with the alliance 

partners in order to achieve common or individual organisational goals the, authors 

continue. 

 

A central activity of organisations is to gather information and in alliance networks, 

firms are closely linked to each other, which promotes the sharing of information 

(Lorenzoni & Baden-Fuller, 1995). In successful alliances firms not only exchange hard 

data and best practices, but they also exchange information about customers, suppliers 

and upcoming trends, the authors claim. Acquisition of skills and knowledge has a 

positive influence on bargaining power and it helps to eliminate dependency (Inkpen & 

Beamish, 1997). The authors claim that, over time knowledge acquisition by a company 

can erode the value of the knowledge contributed by the other partner, lowering the 

power asymmetry between the partners. The authors, furthermore, state that many 

companies use alliances as a mechanism for gaining access to the skills and knowledge 

of their partners.  
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According to Dyer & Singh (1998) the alliance partners of a firm are the most important 

sources of new ideas and information that result in performance-enhancing technology 

and innovations. Dyer & Singh (1998, p. 665) define information as: 

 

“easily codifiable knowledge that can be transmitted without loss of 

integrity...”  

 

Know-how, on the other hand, involves knowledge that is tacit, “sticky”, complex and 

difficult to codify (Szulanski, 1996). Dyer & Singh (1998) state that compared to 

information, know-how is more likely to result in advantages that are sustainable and 

alliance partners that are not able to gain know-how are not likely to outperform 

competitors.   

 

Not all information and know-how are relevant. Hence, firms must develop the ability 

to recognise and assimilate valuable knowledge from their alliance partners (Dyer & 

Singh, 1998). The authors claim that in order to systematically identify valuable 

knowledge and then transfer this across organisational boundaries, a set of 

interorganisational processes must be implemented. These processes are referred to by 

the author as partner specific absorption.  

 

Dyer & Singh (1998) have found that partner specific absorptive capability is a function 

of (1) the extent to which partners have developed interaction routines that maximises 

the frequency and intensity of social interaction and (2) the extent to which partners 

have developed overlapping knowledge bases. The authors, furthermore, claim that the 

capacity of the partner specific absorption routines will be enhanced as the organisations 

within the alliance get to know each other well enough to know who knows what and 

where critical expertise resides within each firm. These types of routines are, 

furthermore, critical since knowledge transfer usually is an interactive exchange 

process.  

 

According to Badaracco (1991), the success of such transfers depends largely on 

whether personnel from different organisations have direct, intimate or face-to-face 

interaction. The author claims that the closer contact the co-workers have, the better the 
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transfer is going to be. The greater the partner specific absorptive capabilities, the 

greater the potential will be for a company to be successful in an alliance (Dyer & 

Singh, 1998). Hence, we believe that if a company succeeds in creating an effective 

partner specific absorptive routine, it will enjoy a high information and know-how 

acquisition rate. This means that a company with high partner specific absorption 

capability and ties to many companies in a network can strengthen its position on a 

network level. They have all the valuable information that they are in need of and are 

not dependent on a specific party. This in, turn increases, the bargaining power of the 

company on a dyadic level, since it potentially has the same amount of information and 

know-how as the central firm.  

 

Lorenzoni & Baden-Fuller (1995), however, found that not all companies share 

important information. Some critical information will be guarded and not shared, either 

because individual players are afraid of being exploited or because they try to achieve a 

power advantage through holding back knowledge. Hamel, Doz & Prahalad (1989) 

claim that a cooperation should have limits. They emphasise that companies must 

defend themselves against competitive compromise. It is also crucial that those directly 

and indirectly involved in the process of collaboration know what kinds of skills and 

knowledge are allowed to be transferred (Doz & Hamel, 1998). In order to create value 

within the alliance, firms must share enough information, but firms must also be 

watchful with protecting their bargaining power and competitive advantage by avoiding 

transferring key skills. This difficulty is illustrated in the following quotation: 

 

“Firms that manage their transparency well walk a fine line between 

openness and opaqueness.”  

(Doz & Hamel, 1998, p. 208) 

 

Hence, in order to increase its bargaining power, a company should aim at absorbing 

know-how from its partners, while at the same time limiting its own sharing of know-

how.  

 

In this section we have discussed the influence of information and know-how on 

bargaining power. As we have seen, many scholars stress the importance of information 
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transfer. However, what turns information and skill into an advantage is the 

internalisation of them. Not only should firms gather knowledge and information from 

their partners, they should also learn from it. If firms fail to learn from their partners, the 

knowledge and skill absorptive routines will have been useless. In the upcoming section 

we will, therefore, discuss success factors that will help companies to learn from their 

partners and thereby increase their bargaining power. 

3.2.3 LEARNING 

Doz & Hamel (1998) state that what separates successful alliances (i.e. win-win 

situations) from unsuccessful alliances is the capacity to learn from the information and 

knowledge received from the partners. They emphasise that learning is the heart of 

successful alliances. Hamel (1991) has, furthermore, identified learning from partners as 

the most important element in determining relative bargaining power and suggests that 

lower dependency can be achieved through out-learning its partners. He points out that 

firms that understand the link between bargaining power, learning from partners and 

competitiveness will regard an alliance as a race to learn and the partner that learns the 

fastest dominates the alliance. 

 

According to Inkpen & Beamish (1997), learning can shift a firm’s bargaining power 

and enable it to eliminate its dependency on its partner. Companies should use the 

alliance to build skills in areas not only inside, but also outside the formal agreements 

and systematically distribute new knowledge throughout the company (Hamel, Doz & 

Prahalad, 1989). The authors, furthermore, claim that the commitment to learn should 

be an essential intent of the strategy.  

 

Hamel (1991) claims that power comes from the relative pace in which a partner can 

build a new capacity internally and from the ability to out-learn it its partners, because 

out-learning a partner would mean winning a series of “micro bargains”. The author 

explains that a company may be in a weak bargaining position but if the firm possesses 

a unique capability to learn, it can strike a series of advantageous micro bargains at an 

operative level, where employees interact on a daily basis, and change its bargaining 

position for the better. 
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According to Doz & Hamel (1998), learning and internalisation in an alliance should 

begin with a clear intent to learn. Hamel, Doz & Prahalad (1989), emphasise that 

learning must start from the top. Senior managers may have identified learning as an 

essential part of he alliance, but in order to turn intentions into action, they must make 

sure that people within the organisation, actually working with the knowledge and skill 

transfer processes, also realise this (Doz & Hamel, 1998). This is of utmost importance, 

since most of the learning takes place at the lower operational level, where joint tasks 

are being created or carried out. At this level the contact between partners is the most 

intensive (Doz & Hamel, 1998). 

 

In order to effectively acquire knowledge, employees on an operative level must be well 

briefed on the partners’ strengths and weaknesses. They must also understand the 

importance of knowledge acquisitions and understand how acquiring particular skills 

can strengthen their company’s bargaining power (Hamel, Doz & Prahalad, 1989).  

 

However, Hamel, Doz & Prahalad (1989), point out that not all alliances provide an 

opportunity to fully internalise a partners’ skills. What are of great value, however, are 

the benchmarks that a company can acquire from a partnership. These benchmarks can 

generate new and valuables insights into partners’ abilities concerning, for example, 

preparations to launch a new how partners respond to price changes. The authors 

believe that firms must learn where a partner is better, faster or even cheaper and then 

strive for turning this newly gained knowledge into an internal target. 

 

We believe that if firms are able to learn from their partners on a network level, they 

will have great chances of increasing their bargaining power on a dyadic level, since 

they are less dependent on their partners. This, in turn, would increase the chances of 

the company of reaching their strategic goals and objectives. Hence, in this section we 

have seen that not only knowledge sharing, but also knowledge and skill internalisation 

is essential for a strong bargaining position in a strategic alliance.  

3.2.4 TRUSTING 

There seem to be a general agreement about the importance of trust as a characteristic 

of successful alliances (c.f. Hamel, Doz & Prahalad 1989, Doz 1996, Doz & Hamel 
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1998, Mohr & Spekman 1994, Kanter 1994, Yan & Gray 1994, Parkhe 1998b, Gulati 

1998, Dyer & Singh 1998). According to De Witt & Meyer (2004), there is always a 

risk that a party seeks to optimise its own returns at the expense of the other party in a 

cooperative venture. Hidden agendas and/or exclusive goals might affect the behaviour 

of the collaboration partner. For this reason, the parties need to create conditions under 

which the long-term shared interests are promoted and given priority to over short-term 

opportunistic temptations (De Witt & Meyer, 2004). According to Barney & Hansen 

(1994), a firm’s actions are opportunistic if it takes advantage of its partner’s 

vulnerabilities.  

 

To overcome the lure of opportunism, companies can build long-term commitment to 

each other through a high level of interdependence. This promotes cooperative 

behaviour since the pay-offs from working tightly together are often higher than the 

profits from abusing the dependence of the partner. However, for companies to be ready 

to make such commitments, they have to trust each other’s intentions and actions (De 

Witt & Meyer, 2004). Sabel (1993) in Barney & Hansen (1994 p. 176) provides the 

following definition on trust: 

 

“Trust is the mutual confidence that no party to an exchange will 

exploit another’s vulnerabilities.”  

 

Hence, we see a clear connection between power asymmetry on the one hand, and trust 

on the other hand. The question is if a firm with less influence in alliance or alliance 

network can afford to rely merely on the belief that its partner/s will not act 

opportunistically and abuse its power advantage.  

 

Due to the risk of opportunism, companies need to use some kind of safeguards to 

protect them. According to Gulati (1998), trust in a partnership mitigates appropriation 

concerns and, therefore, organisations may not consider it necessary to rely on detailed 

contracts. Yan & Gray (1994), however, argue that contracts serve as an alternative 

appliance of control for the weaker partner. Some firms intentionally create a self-

enforcing economic hostage, e.g. equity investments, in order to prevent opportunism 

(Dyer & Singh, 1998). This tactic forces partners to behave in a more trustworthy way, 
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since the value of the economic hostage will decrease if a partner is opportunistic. 

Correspondingly, it will increase in value if the alliance partners cooperate. Dyer & 

Sing (1998), furthermore, point out that trust has been identified by a number of 

scholars as the most effective and least costly means of safeguarding against 

opportunism. 

 

The importance of trust is also stressed by Parkhe (1998a), who states that although 

contracts are necessary, they cannot substitute informal understanding. Due to the 

uncertainty of future events and of partner’s reactions to these future events, formal 

contracts can never anticipate all possible occurrences. Therefore, a contract only 

provides a framework for the cooperation. Hence, in a partnership only partial control is 

possible, but according to Parkhe (1998b), trust can help fill this control gap. This is one 

of three roles played by trust in a relationship identified by Parkhe (1998b). Trust is, 

furthermore, important to reassure that partners adapt to unknown future circumstances 

and to lower the likelihood that vulnerabilities of the company will be exploited by the 

partner. Vulnerability refers to the risk of losing something of value, for example 

technology or know-how, and in alliances this risk is ever-present. Hence, through 

lowering the risk of exploitation of vulnerabilities, trust permits better sharing and 

specialisation of resources (Parkhe, 1998b).  

 

Barney & Hansen (1994) have identified three forms of trust, which reflect why parties 

in an exchange relationship are confident that their vulnerabilities will not be exploited. 

The identified trust types are weak form trust, semi-strong form trust and strong form 

trust: 

 

− Weak form trust: Limited opportunities for opportunism. This form of trust does not 

depend on contractual or other forms of exchange governance due to the fact that 

there are no vulnerabilities. Hence, the risk of opportunistic behaviour is low, which 

translates into trustworthiness of the partners.  

− Semi-strong form trust: Trust through governance. If companies are protected 

through various governance devices, trust can appear. With effective governance, 

the cost of opportunistic behaviour would be greater than its benefits (Hill, 1990 in 
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Barney & Hansen, 1994). Hence, opportunism would be irrational and companies 

will trust each other to some extent. 

− Strong form trust: Hard-core trustworthiness. These types of partners are 

trustworthy independent on whether or not exchange vulnerabilities or governance 

mechanisms exist. The strong form trust reflects the principles, values and standards 

that organisations bring to a partnership rather than the structure of the partnership.  

 

In this section, we have seen why trust is considered to be one of the most important 

prerequisites for alliance success. However, Koza & Lewin (1998) deliver some 

criticisms against the concept. They do not deny the importance of trust, but they 

emphasise that in order for trust to be a useful concept, its components must be 

identified, operationalised and measured.  

 

Finally, we want draw attention to the limited research concerning trust, and especially 

the importance of trust in relationships characterised by power asymmetry. It is not clear 

whether trust as an informal safeguard is more important for a less powerful party in an 

alliance, or if formal safeguards, like contracts, are considered imperative for protection 

against opportunism. We believe, however, that a formal contract ought to be extra 

important for a company suffering from an unbalanced power position. In a relationship 

based on trust, there is according to Granovetter (1985) in Cooper & Slagmulder (2004), 

always a risk that the other party will be opportunistic. We believe that this risk is 

greater for a company suffering from power asymmetry in an alliance, since it should be 

easier for a dominant firm to take advantage of the vulnerabilities of a weaker firm. 

However, by this we do not mean to suggest that trust is not important in an alliance 

characterised by power asymmetry, but merely that we do not believe that it can replace 

a formal contract. 
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3.2.5 SUMMARY OF SUCCESS FACTORS 

In order to sum up the findings of our model we have summarised the different success 

factors identified in each cluster in the figure below.  

 

Figure 6: An extended model of success factors (Source: Own 

construction). 

 

The arrows between the clusters in the figure above illustrate that the success factors 

mutually influence each other, which makes the model rather dynamic. To give an 

example, the role of management, identified as a success factors in the managing 

cluster, is important for motivating co-workers to believe in the alliance (Badaracco, 

1991). As we have seen, their commitment benefits the sharing of information, know-

how and the learning between companies. Another example is trusting. When people 

trust each other it should, in accordance with de Witt & Meyer (2004), benefit the 

sharing of information, since this demands that the parties trust each other’s intentions. 

According to Adler (2001) in Cooper & Slagmulder (2004) trust can also arise from 

repeated interaction. Hence, trust can also be developed through the repeated sharing of 

information and know-how. Learning presumes sharing of information and should 

benefit trust through the same mechanisms as sharing. Wherever in the model you start, 

you can observe that all the clusters will influence each other. 

 

MANAGINGMANAGING

LEARNINGLEARNING

TRUSTINGTRUSTING SHARINGSHARING

DYADIC LEVEL

DYADIC & 

NETWORK LEVEL

• Rare and Unique Resources

• Core Competencies

• Management  Role

• Contribution 

• Partner Specific 

Absorptive Capability

• Commitment and Intent to Learn

• Micro Bargains

• Contract

• Economic Hostage

• Weak Form Trust

• Semi-Strong Form Trust

• Strong Form Trust



 

44 

There is yet another source of influence illustrated in the model above. Earlier in this 

chapter, we saw that power asymmetry can originate both from a dyadic and a network 

level. Hence, companies need to balance the asymmetry on both levels. However, we 

have seen that the levels are not autonomous, but that the actions of a firm on a network 

level can influence its position on a dyadic level. For example, the power position of a 

company on a network level can improve through a larger number of ties to other 

companies within the network. This way the company can access a larger amount of 

information and know-how, which has at least two important implications. First, it 

makes the firm less dependent on a central or autonomous firm as source of information 

(Gnyawali & Madhavan, 2001). Second, by internalising and learning from this know-

how the bargaining power of the firm increases due to lower resource dependency (Yan 

& Gray, 1994). Hence, through improving its position on a network level, a company 

can increase its bargaining power on a dyadic level. 
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4 THE ALLIANCE  

BETWEEN SWISSCOM MOBILE 

AND VODAFONE 

 
“We wanted the roaming advantages, we wanted the purchasing advantages, we wanted 

the service development advantages and the best practises. That was specifically what 

we were looking for; that was the reasons why we sold the stake to Vodafone.”  

 

„Wir wollten die Roamingvorteile, wir wollten die Einkaufsvorteile, wir wollten die 

Dienstentwicklungsvorteile und Best Practises. Das haben wir gezielt gesucht; es war 

unsere Motivation den Anteil an Vodafone zu verkaufen.“                          

(Anders Elleby, Head of Strategy and Business Development) 

 

In the quotation above, the main goals of Swisscom Mobile with the partnership with 

Vodafone are expressed. The cooperation between the two mobile operators started in 

2001 and as a part of the agreement, Vodafone bought 25 per cent of the shares in 

Swisscom Mobile.  

 

In this chapter, we will present the empirical findings that will help us to answer our 

research question and fulfil the purpose of our study. This material will later on be 

analysed using the frame of references. In the first section of this chapter, we will brief 

the reader on the background of the alliance. The areas where the two companies 
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cooperate will be addressed, followed by two sections that concern influence and 

division of power in the Vodafone Group. The management of the partnership will be 

addressed and last, but not least, we will summarise the success factors identified 

through our empirical findings.  

4.1 BACKGROUND OF THE PARTNERSHIP 

In 1998, a number of mergers and acquisitions took place between mobile operators on 

the European market. These transactions were noticed by the strategy group at 

Swisscom, the Swiss telecommunications incumbent. At this time, Swisscom Mobile 

was not an independent company, but part of Swisscom. Anders Elleby, at present the 

Head of Strategy and Business Development at Swisscom Mobile, was part of the 

strategy group at Swisscom. It was obvious to him and his colleagues that something 

was happening on the European mobile market. Therefore, a project was started to 

investigate the significance of the mergers and the benefits of these large players that 

emerged (Anders Elleby). 

 

A number of areas were identified where large players would have an advantage over 

small players. This included benefits from scale economies in the fields of roaming5, 

service development and purchasing. These phone calls need to be set up by the 

network of the foreign operator (www.swisscom-mobile.ch). Hence, in order to offer its 

customers an attractive roaming service, an operator needs to have agreements with at 

least one operator in each country. According to Anders Elleby, roaming was 

considered very important for Swisscom due to the fact that about 20 per cent of the 

population are foreigners without Swiss passports that often travel to their home 

countries.  

 

Swisscom foresaw that two groups of mobile operators would emerge on the European 

market – one group of large operators that would benefit from economies of scale in the 

areas just described and one group of small operators that would not. Measures had to 

be taken to ensure that Swisscom, although active on a small market, would belong to 

                                                
5 Roaming is a feature that enables the user to make and receive phone calls while 

abroad. 
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the first group of players. With the distribution of UMTS6 licenses in Switzerland, the 

topic became acute. There was a threat that one of the large European players would 

acquire a license or start cooperating with one of Swisscom’s competitors7. At this time, 

Swisscom started looking for a collaboration partner (Anders Elleby). 

 

According to Anders Elleby, already in 1998, it was obvious to Swisscom that 

Vodafone was to become one of the largest players on the market. Swisscom also 

considered forming an alliance with other mobile operators, but the choice fell on 

Vodafone. The British operator was present in all the neighbouring countries of 

Switzerland. As such, they also constituted the most important roaming countries of 

Swisscom, which made Vodafone into an attractive partner for Swisscom. Swisscom, 

on the other hand, was also an attractive partner for Vodafone, mainly because the 

company could gain access to the Swiss market. Swisscom’s market leadership, sound 

financial situation and a large amount of business customers also, contributed. A further 

advantage was that the management teams of the two companies got along well. 

Negotiations were resumed and in 2001, the agreement was closed. 

 

The form of the partnership was discussed internally at Swisscom and it was concluded 

that the optimal solution would be to sell a part of the shares. According to Anders 

Elleby, the alternative – a looser partnership model only based on a contract – was 

perceived as too risky. A closer cooperation was considered to be important since the 

partnership would involve joint development of services. In order to make an equity 

investment possible, the mobile telecommunications part of Swisscom was hived off 

into an independent company: Swisscom Mobile. 25 per cent of the shares of the newly 

created mobile operator were sold to Vodafone. The Swisscom Group holds the 

remaining part of the shares. 

 

Through the equity investment made by Vodafone, Swisscom Mobile became a part of 

the Vodafone Group. The Vodafone Group has interests in 26 countries and partners in 

                                                
6 UMTS is an abbreviation for Universal Mobile Telecommunications System, which is 

a third generation high-speed mobile net (www.swisscom-mobile.ch). 

7 The Swiss mobile market was opened for free competition January 1, 1998 (Ekman, 

Fahlén & Razifar, 2004).  
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14 more (www.vodafone.com). The Group includes operators in for example almost all 

of Western Europe, in the USA, Australia, Japan, India and South Africa (see appendix 

3 for a complete overview of the Vodafone Group including partner networks).  

 

The partnership between Swisscom Mobile and Vodafone is governed by a written 

contract. For Swisscom Mobile it was important to regulate all the sought advantages, 

including roaming, purchasing, service development and best practises, in the contract. 

Vodafone was concerned about the close ties between Swisscom Mobile and the 

Swisscom Group. Through the contract, Vodafone wanted to ensure that profits would 

not be directed from Swisscom Mobile to Swisscom through higher transfer prices. 

Since Vodafone holds a minority of the shares in Swisscom Mobile, a dividend is 

distributed to the company every year (Anders Elleby). According to Georges Schlegel, 

Head of Product Strategy and Pricing, Vodafone, furthermore, holds two out of five 

seats in the board of Swisscom Mobile. 

 

Swisscom Mobile immediately noticed advantages brought about through the alliance 

with Vodafone. The company benefited from cost saving due to the global sourcing of 

Vodafone. Today, the company has reached all the initial goals with the partnership, but 

the company has also experienced additional benefits that were not anticipated. An 

example of this is the launch of the mobile portal Vodafone live! and the exclusive 

Vodafone live! handsets8 in Switzerland (Anders Elleby). Vodafone live! is an umbrella 

under which multimedia services such as games, ring tones, news and chat services are 

marketed (Ekman, Fahlén & Razifar, 2004). With the launch of the third generation 

mobile net9, Vodafone live! in Switzerland also includes a possibility to watch live TV, 

Swisscom Mobile states on its homepage. Vodafone live! is integrated in a range of 

exclusive handsets with large colour displays (Ekman, Fahlén & Razifar, 2004). 

However, in connection to Vodafone live! a problem arose concerning branding that the 

parties, according to Anders Elleby, had not predicted and that forced renegotiations to 

take place. 

                                                
8 Handset is another term for mobile phone (www.swisscom-mobile.ch). 

9 The third generation mobile net (3G) is the collective name used to describe mobile 

systems operating with greater bandwidth which are able to support a wide range of 

mobile Internet services (Ekman, Fahlén & Razifar, 2004). 
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4.2 THE RENEGOTIATION OF THE CONTRACT 

After a year of cooperation, Vodafone decided to introduce a group wide branding, 

which had not been the case before. Vodafone exerted pressure on Swisscom Mobile 

because they wanted to establish the brand name Vodafone in Switzerland as well. This 

led to conflicts, as Swisscom Mobile had no plans to introduce the Vodafone brand in 

Switzerland (Anders Elleby). The brand Swisscom is very well known and established 

in Switzerland and has a 95 per cent unsupported brand recognition (Ekman, Fahlén & 

Razifar, 2004). According to Anders Elleby, Swisscom Mobile benefits from an image 

as a genuinely Swiss company and from a strong position among business customers. 

Vodafone, on the other hand, is rather a consumer brand. Furthermore, an introduction 

of the Vodafone brand name in Switzerland would make Swisscom Mobile too 

dependent on Vodafone. The dependence would mean greater risks and difficulties if 

the Swiss operator would want to cooperate with another company in the future. For 

these reasons Swisscom Mobile did not want to introduce the Vodafone brand name in 

Switzerland (Anders Elleby). 

 

This disagreement had the consequence that the entire partnership agreement had to be 

renegotiated. It took a lot of work and long negotiations before the parties could come 

to an agreement, but at the end they could reach a compromise. According to Anders 

Elleby, the partnership was strengthened after the contract was renegotiated. Vodafone 

live! was launched in Switzerland in November 2003 (www.swisscom-mobile.ch), and 

with this launch, the cooperation between Swisscom Mobile and Vodafone intensified 

(Stefan Reber, Head of Purchasing and Handset Management). Anders Elleby and 

Georges Schlegel both believe that the partnership is now working well partly due to the 

successful launch of Vodafone live! in Switzerland. New contacts between the 

companies were created in different departments and the cooperation on the 

interpersonal level improved. 

4.3 AREAS OF COOPERATION 

Fundamentally, the goal of the partnership between Swisscom Mobile and Vodafone is 

to find synergies that benefit both parties and, thereby, boost their competitiveness and 
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profitability. Both parties benefit from exchange of products, services, know-how, and 

joint procurement of for example handsets (PowerPoint presentation: Vodafone live! 

and Vodafone cooperation). Today, the areas of cooperation are constantly increasing 

and also include roaming and an effort to increase the turnover from voice10 (Daniel 

Gerber, Head of Content Management). According to Georges Schlegel, the most 

intensive cooperation concerns products (mainly Vodafone live!) and technology. The 

cooperation in these areas will be further addressed below. Since Swisscom Mobile 

benefits a lot from the joint procurement of handsets, we will describe this cooperation 

in more detail as well. 

4.3.1 PRODUCTS 

Georges Schlegel expresses the product exchange between Swisscom Mobile and 

Vodafone as follows: 

 

“We have the fundamental right to adopt all the products that 

Vodafone has and Vodafone has the fundamental right to adopt all the 

products that we have developed.” 

 

“Wir haben grundsätzlich das Recht, alle Produkte zu übernehmen, 

die Vodafone hat und Vodafone hat grundsätzlich das Recht, alle 

Produkte zu übernehmen die wir entwickelt haben.“   

           (Georges Schlegel, Head of Product Strategy and Pricing) 

 

In the product area the cooperation with Vodafone mainly concerns the consumer 

market (Anders Elleby) and, as already mentioned, the company has launched 

Vodafone’s mobile portal Vodafone live! on the Swiss market. Around this product, the 

two companies cooperate very closely both in the marketing and in the technology 

fields (Georges Schlegel).  

 

It was with the launch of Vodafone live! in Switzerland in November 2003 that the 

cooperation between Swisscom Mobile and Vodafone intensified and became very 

                                                
10 Turnover from voice refers to the turnover from traditional voice communication and 

mailbox (Ekman, Fahlén & Razifar, 2004). 
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close. Through Vodafone, Swisscom Mobile has access to a wide range of content 

services11, including contents from Disney, UEFA and Ferrari Monte Carlo (Ekman, 

Fahlén & Razifar, 2004). The Swiss market is so small that it would not have been 

profitable to develop such content services specifically for this market. Due to the fact 

that Switzerland has several official languages, all content services need to be available 

in the three languages German, French and Italian. Vodafone is present in Germany, 

France and Italy and thereby the needs of the Swiss market are fulfilled (Daniel Gerber, 

Head of Content Management). 

 

According to Daniel Gerber, Vodafone live! is the same in all countries where it is 

available. Some country specific adaptations are made, but the whole point with a 

global product is for the customers to face the same product in different countries 

(Georges Schlegel). Representatives from Vodafone occasionally test the contents on 

Vodafone live! and when it does not comply with the agreement, a good explanation is 

expected. If no solution is found the CEOs of the companies might become involved in 

the conflict (Daniel Gerber).  

 

According to Georges Schlegel, the drawback of Vodafone live! is the dependence on 

Vodafone. Daniel Gerber also addresses this and states that Swisscom Mobile is mostly 

dependent on Vodafone because of the need of the platforms that Vodafone has 

developed and because of the joint product development. Without Vodafone, Swisscom 

Mobile could still acquire content services, but not the wide ranges offered in Vodafone 

live! and not as exclusive. Hence, through the cooperation with Vodafone, Swisscom 

Mobile has access to the global product Vodafone live!, the drawback being an 

increased dependence on Vodafone. 

4.3.2 TECHNOLOGY 

According to Georges Schlegel, the cooperation with Vodafone in the Technical 

Operations department is mostly project based. The right competencies for a certain 

project are gathered from both companies, they work together during the length of the 

                                                
11 A content service is a mobile service that can be used or downloaded to the handset of 

the user. Examples of content services are ring tones, news clips, pictures or chat. 
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project, but after the project is finished, the contacts cease. According to twelve of the 

respondents of our questionnaires, the projects are not evaluated after they are 

completed12. We believe that through evaluation of joint projects, the parties could learn 

how to work better together, the answers on the questionnaire indicates that the parties 

do not use this possibility.  

 

Some co-workers work with Vodafone on a more frequent basis. This mainly concerns 

the technology side of Vodafone live! (Georges Schlegel). At regular intervals, new 

technology releases are made in Vodafone live!. This new technology needs to be 

adapted to, and integrated with the present technology at Swisscom Mobile. With the 

launch of Vodafone live! in Switzerland, these initial adaptations were time consuming 

and incurred great costs. Thomas Walke, Head of Data Products & Services, also 

addresses the problem of necessary adaptations. He states that Vodafone tries to develop 

standardised global products. However, certain adaptations to national conditions must 

be made and in this field, Vodafone does not always prioritise the smaller operating 

companies (OpCos13) and the special needs of their markets. As an example Thomas 

Walke mentions a service where only the currencies British pounds and Euros existed. 

The currencies were coded in the software and it took weeks before Swisscom Mobile 

succeeded in exchanging them for Swiss franks.  

 

The cooperation with Vodafone on the technology side is intensifying. Xavier Weibel 

states that in the beginning of the partnership, Swisscom Mobile played a passive role, 

trying to adopt what Vodafone was pushing without really contributing itself. Today, 

the situation is different. Every OpCo in the Vodafone Group is seen as a “skill centre”, 

specialising in a certain technology. This means that Swisscom Mobile is to take the 

lead in the field of Orchestration and Service Creation Environments within the 

Vodafone Group. Swisscom Mobile defines the architecture on the products needed to 

                                                
12 Nine of the respondents disagreed with the statement that projects are evaluated, 

whereas three respondents partly agreed. For this particular statement, we interpret the 

answer of these three as supporting our interpretation that no real evaluation is made.  

13 
Operating Company with the abbreviation OpCo is the term used for Vodafone’s 

cooperation partners and subsidiaries in the various countries (PowerPoint presentation 

Vodafone-Swisscom Mobile). 
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fulfil the technical requirements in this field, hence contributing to the overall 

architecture of the products on a global level.  

 

Despite the specialisation of the skill centres, fights for power arises due to the striving 

of OpCos to be independent and produce and deliver everything themselves (Xavier 

Weibel). According to Xavier Weibel, the OpCos have power because they are the ones 

to “get their hands dirty”. He has found that in order to get the attention and the hearing 

of Vodafone Global, Swisscom Mobile needs to take the lead on particular technology. 

Hence, his strategy is to develop the expertise locally and then present a complete 

prototype to Vodafone Global. In his experience, Vodafone Global listens to his input 

and trusts the expertise of Swisscom Mobile: 

 

“They listen to the people because innovation does not always come 

from the top.” 

(Xavier Weibel, IT Architect) 

 

This is recognised by Georges Schlegel as well. He points out that Vodafone does not 

suffer from the “not invented here-syndrome”. He explains that Vodafone is open for 

everything. If an affiliate has a good idea, Vodafone will take it into consideration. This 

indicates that in the area of innovation and technology, all operators have the same 

chance to contribute to the performance of the whole Group and that the influence of the 

operators in this area, therefore, depend on their own innovativeness. 

 

Xavier Weibel sees some great advantages with the cooperation with Vodafone. The 

Group possesses great knowledge and technical expertise that Swisscom Mobile has 

access to. Vodafone also functions as a “driving force” behind product development and 

forces constant innovation. Without Vodafone, Swisscom Mobile would not be able to 

innovate in the same pace as today (Xavier Weibel). This is also mentioned by Georges 

Schlegel, who states that Vodafone contributes to the innovativeness of Swisscom 

Mobile. Hence, in the field of technology and innovation, Swisscom Mobile benefits 

from the cooperation through an increased innovation speed and access to the great 

know-how of the Vodafone Group. At the same time, the company contributes to the 

innovativeness of the Group, which gives the company a certain influence. 
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4.3.3 PROCUREMENT OF HANDSETS 

Through the cooperation with Vodafone concerning procurement of handsets, 

Swisscom Mobile benefits from lower purchasing prices, exclusive handsets and earlier 

delivery dates (Stefan Reber, Head of Purchasing and Handset Management).  

 

The procurement of handsets is arranged by Vodafone. The large operators within the 

Group participate in the negotiations with the suppliers where they also represent the 

smaller operators. Terms and prices are negotiated on a Group level and through this 

global sourcing the purchasing prices can be heavily reduced. The orders and deliveries, 

however, take place on a local level.  

 

According to Stefan Reber, Vodafone has a portfolio of around 30 devices, from which 

Swisscom Mobile can choose the ones it wants to launch on the Swiss market. Stefan 

Reber believes that being part of a purchasing cooperation is vital for a small operator: 

 

“I believe that in the short or long run, it would not be possible for 

small OpCos such as Swisscom, to purchase interesting devices”  

 

„Ich glaube sehr generell gesagt über kurz oder lang wäre es für 

kleine OpCos, wie die Swisscom, gar nicht mehr möglich, interessante 

Geräte einzukaufen.“ 

 (Stefan Reber, Head of Purchasing and Handset Management) 

 

Hence, the benefits of the cooperation with Vodafone in the field of handset 

procurement are vital for Swisscom Mobile to be able to offer its customers attractive 

handsets even in the future and to reassure the future competitiveness of the company. 

4.4 INFLUENCE IN THE VODAFONE GROUP 

Within the Vodafone Group, including the partnership network, not all the mobile 

operators have the same rights and the same influence. The rights of the operators 

depend on their size and the equity share that Vodafone holds in these companies. The 

large, fully owned operators possess elite positions within the network. They enjoy 
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more rights than the other partners within the network (Georges Schlegel). At the other 

extreme, Vodafone only has a partnership agreement and no equity shares in, for 

instance, TDC Denmark.  

 

At Vodafone board meetings, only the elite operators are present. However, these elite 

operators act in the place of the smaller mobile operators. The negative consequence of 

this is that the influence of Swisscom Mobile is relatively low. According to Anders 

Elleby, most of the decisions within the Vodafone Group are made by the large 

countries. They represent the largest markets and new products are launched in these 

countries first and only as a second step in the countries of the smaller operators. 

Furthermore, it can sometimes take time before the needs of the smaller operators are 

taken into consideration (Thomas Walke). 

 

On the other hand, since Vodafone is only a minority owner in Swisscom Mobile, the 

Swiss mobile operator has much independence (Daniel Gerber, Head of Content 

Management). Through the dividends it would hurt Vodafone if it were to hurt the 

business of Swisscom Mobile. It would, therefore, not be in its interest to force 

Swisscom Mobile to adopt something that would not be plausible on the Swiss market 

(Anders Elleby).  

 

According to Thomas Walke, Swisscom Mobile acts as it sees fit, but, at the same time, 

it tries to take Vodafone’s interests into consideration. However, the goals of Vodafone 

are not the goals of Swisscom Mobile:  

 

“We are not here to implement Vodafone’s strategy in Switzerland, we 

are here to increase the value of the company Swisscom Mobile and 

we do this using the methods with which we believe that it will 

succeed best.” 

 

„Wir sind nicht da um die Strategie von Vodafone in der Schweiz 

umzusetzen, wir sind da um den Wert des Unternehmens Swisscom 

Mobile zu steigern und wir machen es mit den Methoden, von denen 

wir glauben, dass es am besten gelingt.” 

        (Thomas Walke, Head of Data Products & Services) 
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Hence, the position of Swisscom Mobile in the Vodafone Group is partly very 

attractive. The company has significant independence, and it doesn’t have to wait for a 

decision on a global level before they go on with, for example, an innovation or a 

product launch. However, it should not be forgotten that the Swiss mobile operator does 

not belong to the elite operators of the Vodafone Group, which limits the influence of 

the operator in the Group.  

4.4.1 INFLUENCE ON AN OPERATIVE LEVEL 

Anders Elleby addresses the characteristics of managers involved in international 

cooperations. He emphasises that, especially with a large company such as Vodafone, 

you have to be tough in order to have your will. Daniel Gerber, Head of Content 

Management, maintains that even though Swisscom Mobile is a small operator it is 

essential for it to “hold its head up”. The operator must try to be as confident as one of 

the larger operators, such as Vodafone Germany. He stresses the importance of being 

tough and not afraid of the larger operators.   

 

Daniel Gerber and Thomas Walke tell us about the power difficulties on an operational 

level. Both managers feel that it is very difficult for them to assert themselves. 

However, both managers claim that their own personality and stubbornness, combined 

with involvement and presence at meeting, have helped them make their voices heard:  

 

“For me as a person, I have managed to express my position and 

opinion through continuous attendance on meetings and through 

raising my voice and expressing my opinion in the corresponding 

channels.” 

 

“Was mich als Person angeht, habe ich es geschafft, durch die 

regelmässige Teilnahme an den Meetings und das Erheben meiner 

Stimme und Meinungsäusserung auf die entsprechenden Kanäle schon 

zu sagen was mein Standpunkt und meiner Meinung ist.“ 

(Thomas Walke, Head of Data Products & Services) 
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However, Thomas Walke tells us that even though he expresses his opinions and 

actively tries to hold up the interests of Swisscom Mobile, at the end of the day, 

Vodafone Global makes the decisions. Among the co-workers that answered our 

questionnaire, twelve out of nineteen respondents agree or partly agree with the 

statement that their arguments are taken into consideration in the cooperation with 

Vodafone. These respondents all had weekly or monthly personal contacts (meetings or 

telephone contact) with co-workers at Vodafone. Hence, this indicates that the higher 

the involvement of the co-workers, the larger their influence. Eleven out of nineteen 

respondents, furthermore, agree fully or partially with the statement that they have to be 

stubborn in order to make their voices heard. All these respondents, except for one, also 

state that their arguments are taken into consideration. All this supports the statements 

of Thomas Walke and Daniel Gerber above. Evidence indicates that through 

involvement and stubbornness, co-workers at Swisscom Mobile, both on a management 

level and an operative level, can make their voices heard and to some extent influence 

decisions made at Vodafone.  

4.5 STRATEGY AND DEPENDENCE 

One of the drawbacks or risks for Swisscom Mobile with the partnership with Vodafone 

is the increased dependency. This was recognised by all our respondents. In Daniel 

Gerber’s position, for example, working with Vodafone live!, the dependency is very 

high. Still, he stresses that if Vodafone would withdraw he could stand alone. He is 

aware of the fact that it would be harder and more time consuming to acquire new 

services, but maintains that in the end he could do it, just not as exclusive ones and at a 

higher cost.  

 

Stefan Reber is of the same opinion. Without Vodafone the costs of purchasing handsets 

would increase. In the long run, however, he believes that the operator would no longer 

be able to purchase the most attractive handsets. Georges Schlegel points out that 

without the exclusive handsets, Swisscom Mobile would lose a differentiating factor 

over the competition. When it comes to innovativeness, Xavier Weibel points out that 

without Vodafone, Swisscom Mobile would lose some of its speed. The company 

would not be able to innovate at the current pace. 
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Anders Elleby explains that the partnership is very important for Swisscom Mobile 

because the company profits a lot from it. Swisscom Mobile perceives the partnership 

with Vodafone as long-term. However, since Vodafone only owns 25 per cent of 

Swisscom Mobile, it could decide to withdraw. Swisscom Mobile must be prepared for 

this possibility and cannot allow itself to be too dependent on Vodafone, Elleby 

continues.  

 

Is it possible for Swisscom Mobile, as a relatively small company within the Vodafone 

Group to follow its own strategy and avoid becoming totally dependent on Vodafone? 

We have seen that Swisscom Mobile is dependent on Vodafone in several fields and 

that many of them are important for the competitiveness of the company. However, 

three areas have been addressed as important to avoid dependency: A formal contract, 

the partnership model used and the somewhat differing strategies of Swisscom Mobile 

and Vodafone.  

4.5.1 A FORMAL CONTRACT 

According to Anders Elleby, contracts are very important in order to safeguard the 

rights of Swisscom Mobile. However, he points out that even the best contract can 

break if disagreements are too great. Therefore, he finds it better if the cooperation 

works well and the threat of the contract can be replaced by trust and interpersonal 

contacts, which is illustrated by this quotation: 

 

“Contracts are very important because in the end there is a threat 

behind them. But despite of this, it is better when the cooperation 

works and the contracts can be forgotten. That is the optimal 

situation.”  

 

„Verträge sind schon sehr wichtig weil da auch letztlich eine Drohung 

im Hintergrund steht. Aber trotzdem ist es besser wenn die 

Zusammenarbeit funktioniert und die Verträge vergessen werden 

können. Das ist die optimale Situation.“  

(Anders Elleby, Head of Strategy and Business Development) 
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4.5.2 THE PARTNERSHIP MODEL 

The partnership model characterised by the 25 per cent stake in Swisscom Mobile held 

by Vodafone has at least two positive effects for the Swiss mobile operator. The fact 

that Vodafone only holds 25 per cent of the shares in Swisscom Mobile has been 

pointed out by Anders Elleby as an advantage that gives the operator more 

independence than would it have been fully controlled by Vodafone. He, furthermore, 

believes that the amount of money that Vodafone earns from its share in Swisscom 

Mobile has a stabilising effect on the partnership. If a problem arises, Vodafone would 

be motivated to solve it due to the high dividends that the company earns from 

Swisscom Mobile. The importance of the dividend is also addressed by Thomas Walke: 

 

“Of course, Vodafone profits because it has a fat ‘cash cow’ here in 

Switzerland that simply yields a couple of hundred millions each 

year.” 

 

“Vodafone profitiert natürlich auch weil sie eine fette ‚Cash Cow’ 

hier in der Schweiz hat, die jedes Jahr ein paar hundert Millionen 

einfach abwirft.”  

(Thomas Walke, Head of Data Products & Services) 

 

Thomas Walke, however, does not believe that the equity investment has any influence 

on an operative level. He claims that a product manager at Vodafone does not care 

about the 25 per cent share in Swisscom Mobile. A product manager’s goal is to 

implement hers/his products in as many countries as possible. Hence, on an operative 

level, the holding in Swisscom Mobile is most likely irrelevant. 

4.5.3 DIFFERING STRATEGIES 

According to Thomas Walke, Swisscom Mobile and Vodafone have two different 

mindsets. Swisscom Mobile has always been market leader in Switzerland, with a very 

high market share. Hence, Swisscom Mobile has always defended its position on the 

market. Vodafone, on the other hand, has a history of being the number two operator 

that always looks upon the actions of the market leaders and reacts to its moves. The 

history of always attacking number one still characterises Vodafone’s actions on the 



 

60 

market (Thomas Walke). This difference affects the fundamental orientations of the 

companies, which can cause some problems in the partnership. As an example, Thomas 

Walke mentions Vodafone live!. Swisscom Mobile is very quality-oriented and prefers 

doing things right rather than doing things fast. Vodafone, on the other hand, focuses on 

constantly introducing new products and technologies. Accordingly, Vodafone is more 

oriented towards short-term profits and turnover, whereas Swisscom Mobile focuses on 

long-term value creation (Thomas Walke). Yet another difference between the strategic 

positions of the companies, mentioned by Anders Elleby, is that Vodafone is very 

strong in the consumer segment, but weaker in the business segment. Swisscom Mobile 

on the other hand has a very strong position in the business-to-business field.  

 

Despite the differing positioning and strategies of Swisscom Mobile and Vodafone, 

both companies are successful on their own geographical markets. The fact that both 

companies are market leaders has the positive consequence that they can learn a lot 

from each other. This is pointed out by Daniel Gerber as something he believes 

contributes to the success of the partnership.  

 

As already mentioned, Swisscom Mobile is not only part of the Vodafone Group but 

also of the Swisscom Group. The Vodafone Group is very wireless-oriented, and 

through the cooperation, Swisscom Mobile can offer its customers very good wireless 

products and services (Xavier Weibel). The Swisscom Group, on the other hand, can 

offer its customers everything from mobile telephony and regular telephony to 

broadband and TV, Weibel continues. This is a very good position for Swisscom 

Mobile to be in, since it gives the company a certain speed. The company can enjoy 

products and knowledge inputs from both worlds (Anders Elleby).  

4.6 MANAGEMENT OF THE COOPERATION 

The cooperation between Swisscom Mobile and Vodafone is managed through a 

number of contacts between people on different levels at both companies being assigned 

the responsibility for the contact and information flow between the partners. This 

includes a so-called Oversight Committee, Partnership Office and a number of Contact 

Points.  
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The Oversight Committee handles the contact on the management level. This committee 

is to support the achievement of the objectives of the parties and ensure that the 

information flows function well on the management level. The committee’s other tasks 

include ensuring that full use is made of potential synergies, that rapid decisions are 

made on joint issues and giving recommendation to the CEOs (PowerPoint presentation 

Vodafone-Swisscom Mobile). Georges Schlegel states that if problems arise, these are 

first of all handled in the Oversight Committee. If they cannot find a solution in the 

committee, the CEOs take over. Georges Schlegel is the representative of Swisscom 

Mobile in the Oversight Committee. Every three months he has meetings with his 

counterpart at Vodafone.  

 

Anders Elleby stresses that after the renegotiations of the partnership agreement with 

Vodafone the importance of tracking and nurturing the partnership became obvious. 

Through the Oversight Committee, George Schlegel has the chance to meet the partners 

at Vodafone on a regular basis and discuss the condition of the partnership. In this way, 

Swisscom Mobile can see how the relationship is developing and early on identify 

problems and avoid escalation. For this reason, Anders Elleby puts heavy weight on the 

Oversight Committee and the Partnership Office, both which were initiated after the 

contract was renegotiated. 

 

The Partnership Office manages the administrative part of the information flows 

between the partners. The tasks of the office include overseeing all the reporting 

concerning the partnership, ensuring that the flow of information take place frictionless 

and notifying the right people. Georges Schlegel stresses the importance of the 

Partnership Office and states that Swisscom Mobile receives large amounts of 

information that need to be forwarded to the right people. Otherwise, the information is 

worthless. The task of the Partnership Office is, furthermore, to mediate contacts 

between the companies within the network (PowerPoint presentation Vodafone-

Swisscom Mobile). According to Georges Schlegel, if an employee is looking for a 

contact person within the Vodafone Group, the Partnership Office at Swisscom Mobile 

is today in a position to mediate this contact within 48 hours. One employee at 

Swisscom Mobile is working full-time with the Partnership Office and also has a 

counterpart at the Partnership Office at Vodafone (Georges Schlegel).  
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The Contact Points have an operative function. In order for the cooperation to work on 

an operative level some employees in every department at Swisscom Mobile that 

cooperates with Vodafone, has a contact person at Vodafone (Georges Schlegel). 

Thomas Walke, for example is the so-called Country Program Manager for Vodafone 

live!. The Country Program Manager is the contact point for everything that, in this 

case, concerns Vodafone live! that Vodafone has defined for all the OpCos. There is a 

corresponding position at the technology side as well. The task of the Country Program 

Manager is to represent Swisscom Mobile’s interests at Vodafone and Vodafone’s 

interests at Swisscom Mobile (Thomas Walke).  

 

Georges Schlegel points out that the management of Swisscom Mobile supports the 

alliance and stresses that this support is communicated internally. He believes that the 

commitment of the managers is essential for the partnership to work. Out of the 

nineteen co-workers that filled out our questionnaire, sixteen either agreed or partially 

agreed that their superiors are committed to making the partnership with Vodafone 

work. Nobody disagreed. This supports the statement of Georges Schlegel and indicates 

that the management of Swisscom Mobile supports the partnership and strives for it to 

be successful. 

 

Georges Schlegel, furthermore, claims that the management at Swisscom Mobile has 

succeeded in communicating the benefits of the alliance internally and that most of the 

employees have understood the positive influence that this partnership can have on their 

own careers. Through this partnership, the employees not only have the chance to create 

an international contact network, but also to work for one of the other affiliates within 

the Vodafone Group (Georges Schlegel). 

 

In the following sections we will address how the cooperation works on an interpersonal 

level. This includes the personal contacts, the information flow between the companies 

as well as the trust that has developed between co-workers at Swisscom Mobile, on the 

one hand, and co-workers at Vodafone, at the other hand.  
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4.6.1 PERSONAL CONTACTS 

A large number of people at Swisscom Mobile have contacts with Vodafone, some only 

occasionally and others on a more regular basis. Some co-workers are working in 

projects together with Vodafone co-workers and have very intensive contacts (Georges 

Schlegel). Otherwise there are interfaces between the companies both on a management 

level and on an operative level. On a management level, there are training programs 

arranged by Vodafone Global that the partner OpCos can send their managers to for 

further training. This is an opportunity used by Swisscom Mobile. According to 

Georges Schlegel, the company sends more co-workers to Vodafone training programs 

than to training programs of the Swisscom Group. 

 

Another example of the contacts on a management level is that Anders Elleby is part of 

the Strategy Director Group in the Vodafone Group that has meetings twice a year. 

Furthermore, Daniel Gerber, Head of Content Management at Swisscom Mobile, has 

monthly meetings with Vodafone. At Vodafone Global there is a Content Development 

Team that has the task to negotiate and acquire new content services. In the board of 

this team, all the managers of the Content management team in the Vodafone Group are 

represented. The co-workers of this global-level team, on the other hand, have intensive 

contact with the co-workers of each Content Team in the OpCos. They make sure that 

the daily work is pursued as planned and that the content services are continuously 

updated. In the Content Management team at Swisscom Mobile, the co-workers are in 

contact with Vodafone over, for example, e-groups or phone. They have their own 

contacts at Vodafone and about half of them visit Vodafone Global in London at least 

once a year (Daniel Gerber). Since there is never a problem to travel to London and 

meet the contact persons face-to-face, it gives Daniel Gerber the feeling that he is not 

cooperation with another company, but that he has a part of his team in London. 

 

According to Thomas Walke there are two different levels of contacts with Vodafone. 

Either you have contacts at Vodafone Global, or at the different national OpCos. He 

stresses the importance of having contacts with the other national operators belonging to 

the Vodafone Group and encourages his co-workers to build good relationships with 

their counterparts on an OpCo level as well. The purpose is to learn from each other: 
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“…the case is often such that the wishes of Vodafone Global do not 

correspond to the needs of the markets, and through asking in the 

markets, you gain good arguments for why certain things are not 

done.” 

 

“…häufig ist es so, dass das was Vodafone Global möchte, nicht dem 

entspricht was den Bedürfnissen an den Märkten entspricht, und dass 

man durch Nachfragen in den Märkten gute Argumente dafür gewinnt, 

warum man bestimmte Dinge nicht tut.“ 

 (Thomas Walke, Head of Data Products & Services) 

 

Hence the contact with partner OpCos are beneficial for arguments or negotiations with 

Vodafone Global. Stefan Reber also has regular meetings with the partner operators. He 

even meets with Mobilkom Austria and SFR in France due to the branding problem the 

three operators have in common. Mobilkom Austria and SFR have not adopted the 

Vodafone brand name and their handsets are, therefore, as in the case of Swisscom 

Mobile, marketed with their own brand names and not with the Vodafone brand. 

 

On an operative level, the results from our questionnaire, illustrated in figure 7, show 

that in the departments at Swisscom Mobile where the teams have the most extensive 

contact with Vodafone, thirteen out of nineteen co-workers have personal meetings with 

representatives from Vodafone either every week or every month. Fifteen respondents 

state that they have weekly or monthly telephone contact with Vodafone. The written 

contact is a bit more extensive than the personal contact. Sixteen respondents have e-

mail contact either weekly or monthly and two respondents even state that they are in 

daily contact with co-workers at Vodafone. Hence, with the diagram below, we want to 

illustrate that the frequency of contact between co-workers at Swisscom Mobile and 

Vodafone are very extensive in the areas where they cooperate. The high extent of 

personal contact, in particular, illustrates the closeness of the cooperation, which we 

believe is important to point out since it ought to have a positive effect on the 

cooperation. 
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Figure 7: Frequency of contact with Vodafone among co-workers 

having the most extensive cooperation with Vodafone at Swisscom 

Mobile (Source: Own construction based on the results of our 

questionnaire). 

 

A problem with the contacts with Vodafone Global is that it has a very large 

organisation with frequent changes. For this reason, knowing people at Vodafone 

Global is very important: 

 

“The only chance to reach the right contact at all is if you know 

someone… who knows someone… who knows where to ask.” 

 

“Die einzige Chance, dass man überhaupt an die richtigen Kontakte 

ankommt, ist, wenn man jemanden kennt... der jemanden kennt... der 

weiss wo man abfragen soll.“  

                    (Georges Schlegel, Head of Product Strategy and Pricing) 

 

Schlegel claims that this functions excellently today, mostly due to the Partnership 

Office. According to Stefan Reber, it was especially difficult to get in touch with the 

right person at Vodafone Global in the beginning of the cooperation. He believes that 

this was due to the size of the network. In the beginning nobody knew neither what 

Swisscom Mobile was, nor that it was a part of the Vodafone Group. However, now that 
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the interpersonal contacts are working well, the relationship is working smoothly, Reber 

maintains. Only four of the respondents of the questionnaires find it easy to get in touch 

with the right person at Vodafone Global. Another ten respondents partly agree with 

this statement, which in our interpretation indicates that they have no real difficulties 

finding the right contact person, even if it is not easy
14. In our interpretation, this 

supports the statement of Stefan Reber. It, furthermore, indicates that Partnership Office 

fulfils its purpose. However, we would like to point out that it does not exclude the 

possibility that people at Swisscom Mobile, not working closely with Vodafone, find it 

difficult to get in touch with the right person, should they need to. Thomas Walke, 

however, finds it problematic that he receives a new contact person every nine to twelve 

months because of the constant reorganisations at Vodafone. Eleven out of nineteen of 

the respondents of the questionnaires agree fully or partly with the statement that they 

often are assigned a new contact person at Vodafone15. This indicates that co-workers at 

Swisscom Mobile constantly have to build up new relationships with their contact 

persons because of the constant change at Vodafone Global. We believe that, over time, 

there is a risk that the motivation of the co-workers at Swisscom Mobile to establish 

new contacts will decline, which is important since it might have a negative influence 

on the cooperation between the companies. 

4.6.2 INFORMATION FLOW 

Much information flows between Swisscom Mobile and Vodafone. According to 

Georges Schlegel, Swisscom Mobile receives a lot of valuable information about for 

example product development and plans. The information exchange also concerns 

marketing research carried out by Vodafone Global that Swisscom Mobile has access to 

                                                
14 Out of the remaining five respondents, four respondents answered “I do not know” or 

failed to decide on the statement. These respondents all had comparably limited contact 

with Vodafone, which we interpret as the reason for them not being able to decide on 

the statement. 

15 Out of the remaining eight respondents, four either answered “I do not know” or 

failed to decide on the statement. These respondents all had comparably limited contact 

with Vodafone, which we interpret as the reason for them not being able to decide on 

the statement. 
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(Thomas Walke). In addition, the partners in the network engage in sharing of best 

practises, which is a very important benefit of the cooperation. Thomas Walke explains 

that workshops are arranged solely for the purpose of benchmarking and exchanging 

information about best practises. 

 

Daniel Gerber appreciates this best practises sharing and states that because of the 

cooperation with Vodafone he can always find an operator to compare with. Belgium, 

for example, has the same bilingual problem as Switzerland and is approximately as 

large, whereas the larger operators are suitable for a benchmark. Thomas Walke adds 

Mobilkom Austria to this list since it, just like Swisscom Mobile, is a subsidiary of an 

incumbent, which among other things influences its position on the market. Through the 

sharing of best practises, Swisscom Mobile can learn from the mistakes that others have 

made, which is a very valuable input. The market situation might be different in 

Switzerland (Thomas Walke), but as Daniel Gerber points out, there is always an 

operator suitable for comparison in the large network of the Vodafone Group. 

 

Overall, the respondents of the questionnaires seem to be satisfied with the information 

they receive from Vodafone. Sixteen respondents out of nineteen state that they are 

satisfied or partially satisfied with the information exchange. Eighteen out of nineteen 

respondents agree or partially agree with receiving enough information and with 

receiving relevant information as illustrated in figure 8.  

 

 

Figure 8: Relevance and quantity of information from Vodafone 

(Source: Own construction based on the results of our questionnaire). 
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Thomas Walke believes that wherever there is something to learn, it is worth knowing 

someone. Product managers can gain knowledge about, for example, new trends or 

products that partners are investing in, or have launched. Walke maintains that using 

this knowledge, the product managers can win new arguments to set against the 

demands of Vodafone Global. On an operative level it seems like many of the co-

workers have seen this benefit and are trying to learn from contact persons at Vodafone 

(see figure 9). As already mentioned, most co-workers are satisfied with the information 

they receive. Furthermore, eleven out of nineteen co-workers state that they can use the 

experiences of their contact persons in order to perform their own work better. Another 

five respondents find the statement partially true. Nobody has stated that no such 

learning takes place. In our interpretation, this indicates that the close contacts between 

Swisscom Mobile and Vodafone and the regular exchange of information, know-how 

and best practices potentially influence Swisscom Mobile’s performance positively.  

 

Figure 9: Learning from contact persons on an operative level 

(Source: Own construction based on the results of our questionnaire). 

 

Daniel Gerber also addresses Swisscom Mobile’s access to information. He points out 

that since Vodafone only has a 25 per cent share in Swisscom Mobile, he is not part of 

the closest circle within the Vodafone Group. This means that he does not necessarily 

receive all the information he is in need of. However, he explains that how much 

information he receives depends a lot on how much he gets involved. The more he 

participates at meetings, the more information he receives.  
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The information flow still does not seem always to work smoothly, however. Both 

Walke and Gerber see problems with the information flow in their groups. Ironically, 

Gerber claims that he sometimes receives too much information. A large amount of e-

mails are sent and, in addition, information sometimes disappears. Thomas Walke 

maintains that there are differences between the information flow between fully 

controlled operators and the alliance partners in the network. He sometimes receives the 

information he needs too late for it to be of any use. The co-workers on the operative 

level seem to agree with Walke to some extent on this matter. Only three respondents 

out of nineteen agree with the statement that the information from Vodafone always is 

timely. Twelve respondents find the statement partially true. Hence, our interpretation is 

that the information is not always timely, which indicates that there are indeed 

interferences in the information flow between Swisscom Mobile and Vodafone. The 

untimely information might have a negative influence on the cooperation and on the 

daily work of the employees, which should be particularly important on the turbulent 

mobile market.  

 

In Thomas Walke’s experience, some departments at Vodafone act exactly in 

accordance with the agreement in the contract when it comes to the sharing of 

information. On the other hand, Walke points out that Swisscom Mobile has given all 

co-workers that are in contact with Vodafone very strict guidelines on which 

information they are allowed to share and which not. All figures, for example, need to 

be cleared with the Business Steering department before shared with Vodafone (Thomas 

Walke). Hence, the information flow is somewhat controlled by both parties. Among 

the co-workers on an operative level, nine respondents agree that the information 

exchange also includes sensitive material. Another five respondents partially agree. All 

in all, we find that this indicates that sensitive information is indeed exchanged between 

Swisscom Mobile and Vodafone, but that the parties to some extent try to protect 

information that they do not want to share.  

4.6.3 TRUST 

According to Thomas Walke, trust is necessary in an alliance if you want to exchange 

experiences and share best practises. Without mutual trust, companies are not willing to 

share information. Georges Schlegel also points out that mutual trust is necessary due to 



 

70 

the joint product development. This is supported by Xavier Weibel, who states that 

Vodafone trusts the expertise of Swisscom Mobile. 

 

All our respondents have addressed the importance of close and trusting relations with 

contact persons. In Thomas Walke’s experience a partnership is based on trust. He 

compares it with friendship in the private life. Without a strong trust base, a partnership 

is doomed to fail. In order to build trust, you have to meet your contact person in 

person: 

 

“You cannot build trust with Vodafone, you can only build trust with 

Jago or Andreas or with a colleague.”  

 

„Vertrauen kann man nicht mit Vodafone aufbauen, Vertrauen kann 

man nur mit Jago oder mit Andreas oder mit einem Kollegen 

aufbauen.“                             

(Thomas Walke, Head of Data & Product Services) 

 

This topic was addressed by several of our respondents. Everyone seems to feel that a 

relationship on an interpersonal level is the key for success. The high degree of personal 

contacts between co-workers on an operative level at the companies illustrated in figure 

7 indicates that they have realised the importance of personal contacts as well. Thomas 

Walke and Georges Schlegel both believe in a relationship that is not only focused on a 

professional level. They point out the importance of knowing the contact person on a 

personal level as well. Therefore, it is important not only to have e-mail contact, but 

also to meet in person and even do other things together than only business: 

 

“…That you perhaps sometimes do something else, drink a beer, or do 

something together, then it works.” 

 

„…Dass man vielleicht auch mal was andres tut, ein Bier trinkt, oder 

irgendwann mal gemeinsam was unternimmt, dann funktioniert es.“  

           (Georges Schlegel, Head of Product Strategy and Pricing) 
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Georges Schlegel, furthermore, has the feeling that he is welcomed as a “part of the 

family” at Vodafone. On an operative level, however, not everyone is of the opinion 

that they have succeeded in building an interpersonal relationship with contact persons 

at Vodafone. Nine respondents out of nineteen state that they have been able to build a 

close relationship, but ten respondents out of nineteen also state that they only know 

their contact persons on a professional level. These respondents are to some extent the 

same. Our interpretation is that an interpersonal relationship has been reached to some 

extent among managers on a higher level, since they all testify about extensive personal 

contacts. However, on an operative level, the result of our questionnaire indicates that 

the relations are rather professional, even if they are close. 

 

 

Figure 10: Trust between co-workers at Swisscom Mobile and 

Vodafone (Source: Own construction based on the results of our 

questionnaire). 
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rather well developed trust between contact persons at Swisscom Mobile and Vodafone 

on an operative level (see figure 10).  

 

It can seem strange that co-workers at Swisscom Mobile have not yet managed to build 

a personal relationship with their contact persons but still seem to trust them. As we 

have seen the co-workers of Swisscom Mobile agree that they can use the experiences 

of their contact persons in their work, one interpretation could be that the co-workers 

trust the competence of their contact persons. 

4.6.4 SUMMARY OF SUCCESS FACTORS 

Swisscom Mobile and Vodafone have been working successfully together since 2001. 

All of our respondents are satisfied with the partnership and the results of the 

questionnaire shows that co-workers on an operative level are satisfied with the 

cooperation as well. Ten out of nineteen respondents are of the opinion that the 

cooperation is working well, or very well and another seven respondents state that the 

cooperation is working satisfactory16. Anders Elleby points out that Swisscom Mobile 

has achieved its initial strategic goals with the alliance. The company benefits from the 

roaming advantages, sharing of best practises and scale economies in purchasing of 

handsets and product development.  

 

In this final section we will summarise the factors behind the success of Swisscom 

Mobile in the alliance with Vodafone identified through our empirical investigation (see 

figure 11). Some of the factors in the model have not had a direct influence on the 

success of Swisscom Mobile, but rather on the influence of the company in the 

Vodafone Group. However, since this is of great importance for the purpose of this 

study, such factors have been included in the model as well.  

 

 

 

 

                                                
16 The remaining two out of the nineteen respondents failed to answer the question. 
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Figure 11: Summary of factors behind the success of the cooperation 

between Swisscom Mobile and Vodafone (Source: Own construction 

based on findings from our empirical investigation). 
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Swisscom Mobile should be in the interest of Vodafone and that it, therefore, to some 

extent should be less inclined to act against the interests of Swisscom Mobile. 

 

The importance of trust for the success of the partnership has been mentioned by all of 

our respondents in connection to a wide range of differing situations. Thomas Walke, 

for example, states that cooperation takes place between people and in order for this 

cooperation to work, trust is necessary. He, furthermore, states that exchange of 

information and best practises is only possible with people you trust. Yet another 

example is that Xavier Weibel states that Swisscom Mobile can contribute to the 

innovativeness of the whole Vodafone Group because Vodafone trusts the competence 

of the company. No other issue has been mentioned as frequently as trust. For this 

reason, we believe that this factor played an important role for the success of the 

cooperation. 

 

Related to trust is the issue of personal contacts. In accordance with Thomas Walke, we 

believe personal contacts to be necessary for people to learn to trust each other. As 

mentioned by, for example, Georges Schlegel it is important not only to do business 

with your contact persons at the partner company, but also to spend time together in a 

more informal manner. Hence, the more personal contacts people have, the better the 

relationship between them functions professionally since they work better together and 

learn to trust each other. 

 

The remaining factors in the model have also contributed to the success of Swisscom 

Mobile, but for various reasons we consider their influence to be of somewhat lower 

importance: 

 

- The fact that both parties in the alliance are benefiting from the cooperation has 

been addressed as a reason for the success of the partnership. This indicates that it is 

in the interest of both parties to strive for the success of the cooperation. 

- We have seen that the commitment to the partnership both on a management level 

and on an operative level visible through the pride and stubbornness of the co-

workers at Swisscom Mobile have affected the influence of the company in the 

Vodafone Group.  
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- We have seen that the influence of the partner OpCos in the Vodafone Group in the 

area of technology and product development depends to some extent on their own 

innovativeness. 

- Through the information flow between Swisscom Mobile and partner OpCos in the 

network, the company can win arguments to use against Vodafone Global, hence, 

increasing its own influence. 

- Through avoiding an excessive strategic dependence on Vodafone, Swisscom 

Mobile consciously tries to increase its chances of reaching its goals, not only 

within the alliance but in the future. 

- Our findings indicate that the successful launch of Vodafone live! in Switzerland 

triggered a kind of chain reaction: New contacts were created at many levels and in 

many departments, the sharing of know-how and information increased and the trust 

increased. Hence, we believe that this successful joint project was important for the 

success of the whole cooperation. 
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5 ANALYSIS 

 
“We have a very attractive situation. If we had been a controlled firm, things would 

change here, we had undoubtedly lost some freedom. Today, we can participate in 

decisions; we are not forced to wait for global decisions. We can design the business 

here ourselves.” 

 

„Wir haben eine sehr attraktive Situation. Wenn wir eine kontrollierte Gesellschaft 

wären, würde sich hier auch was ändern, man hätte sicherlich an Freiheiten verloren. 

Heute können wir selber mitsprechen. Wir sind nicht gezwungen gewisse 

Entscheidungen global abzuwarten. Wir können das Geschäft hier selber gestalten.“ 

(Anders Elleby, Head of Strategy and Business Development) 

 

In this chapter we will compare our empirical findings about the alliance between 

Swisscom Mobile and Vodafone, with the theoretical findings about power division on 

a dyadic level, network level as well as the success factors that influence the division of 

power in an alliance.  

 

The chapter follows the same structure as the frame of references. Hence, we will start 

by analysing which possible grounds for power asymmetry that exist in the alliance 

between Swisscom Mobile and Vodafone, both on a dyadic level and on a network 

level. This is followed by a discussion about the success factors Managing, Sharing, 

Learning and Trusting identified in the frame of references. The chapter ends with a 

summary of success factors, where we combine the theoretical findings with the success 



 

77 

factors that were deemed to have been important for the success of Swisscom Mobile in 

the alliance with Vodafone. 

5.1 DYADIC LEVEL 

The Vodafone Group consist of about 30 firms, but the partnership agreement is made 

between Swisscom Mobile and Vodafone Global. According to Gulati (1998), on a 

dyadic level, the object of investigation is an alliance between two firms. Hence, in this 

section we will analyse the partnership between Swisscom Mobile and Vodafone Global 

and identify what basis of power asymmetry that exist on this level and what might have 

caused it. In the frame of references we addressed several factors that have an influence 

on the division of power in an alliance and on the bargaining power of the participating 

parties. We will start by analysing the possible power division based on resource 

dependence.  

5.1.1 RESOURCE-BASED BARGAINING POWER 

In accordance with Emerson (1962) in Das & Teng (2002), the party in control of assets 

that the alliance partner needs can exercise power over the partner. This is referred to by 

Yan & Gray (1994) as resource-based bargaining power. We have seen that both 

Swisscom Mobile and Vodafone gain from the collaboration. We believe that both 

operators are to some extent dependent on each other, but in two different ways. 

Swisscom Mobile is dependent on the resources, including global sourcing and scale 

economies in product development that Vodafone has due to its size, whereas Vodafone 

needs Swisscom Mobile in order to access the Swiss market and pursue its global 

strategy.  

 

In accordance with Emerson (1962) in Das & Teng (2002), the most dependent party 

has less power in the relationship. We believe, however, that concluding which of the 

partner is actually more dependent on the other poses some severe difficulties, since 

these benefits are not easy to quantify. How critical is it for Vodafone to be able to add 

3.8 million subscribers to its total customer base as a basis of economies of scale? How 

critical is it for the operator to be present in all of Western Europe? For Swisscom 

Mobile’s part: How critical is it to be able to benefit from cheaper and more exclusive 
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handsets? How critical is the joint product development? It is hard to tell. Stefan Reber 

and Xavier Weibel both argue that Swisscom Mobile is dependent on Vodafone in these 

areas, but that the company in the short run could go it alone. However, they also claim 

that in the long-run, Swisscom Mobile would no longer be able to purchase the most 

attractive handsets due to exclusivity (Stefan Reber) and that the company would lose in 

innovation speed (Xavier Weibel). Hence, we believe that in the long-run, the 

cooperation with Vodafone is essential for the competitiveness of Swisscom Mobile, 

being that the mobile market is very turbulent and dynamic. 

 

Both Swisscom Mobile and Vodafone contribute resources that are imperative for the 

future competitiveness of the other, but it is difficult to tell whose contribution is more 

critical than the other, causing the upper hand in the negotiations. However, that 

Vodafone was in a position to force a renegotiation of the contract implies that 

Vodafone, at this point, indeed was in possession of resources that were comparably 

more critical for Swisscom Mobile than the other way around. This indicates that 

Swisscom Mobile had less bargaining power based on resource dependence than 

Vodafone, which enabled Vodafone to exercise power over it.  

 

Today, Swisscom Mobile has launched the product Vodafone live! on the Swiss market. 

The drawback of this is the increased dependence on Vodafone in all areas, due to the 

new handsets, technology and services that it brought with it. This was addressed during 

practically all our interviews. Daniel Gerber, for example, is working with Vodafone 

live! and points out that the dependence on the technology side is great, but that 

Swisscom Mobile could access content services even without Vodafone. The services 

would be less exclusive, cost more and launched later. We believe that due to the 

turbulence of the mobile market, this might have some serious implications, since the 

needs of the customers change and need to be satisfied fast in order for the firm to be 

competitive. Without Vodafone, this might not be possible for Swisscom Mobile. In our 

opinion, this indicates that Swisscom Mobile is more dependent on Vodafone for 

critical resources today than before the renegotiation of the contract, which translates 

into a power advantage for Vodafone’s part. However, other factors also influence the 

bargaining power of the parties on a dyadic level and in the next section we will analyse 

the importance of context-based bargaining power. 
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5.1.2 CONTEXT-BASED BARGAINING POWER 

In addition to the resource-based bargaining power, Yan & Gray (1994) also classifies 

the factors alternatives and stakes as context-based bargaining power. The present terms 

of the agreement between Swisscom Mobile and Vodafone were agreed on in 

November 2003. At this time, the companies had already been collaborating for two 

years. Hence, both Swisscom Mobile’s and Vodafone Global’s possibilities to walk 

away from the negotiations and choose another way of achieving the same goals 

connected to scale economies and access to the Swiss market were rather limited, or 

would, at least, be time consuming and incur great costs. Vodafone’s alternatives might 

have included cooperating with one of Swisscom Mobiles competitors instead and 

Swisscom Mobile could possibly have started cooperating with another of the large 

players on the European mobile market. Relatively seen, it is hard to determine the 

comparable importance of their alternatives. For this reason, we believe that the limited 

number of alternatives had a negative influence on the bargaining power of both 

operators in this negotiation, leaving their relative bargaining power unaffected. 

  

We believe that the limited access to good alternatives for both operators can be 

explained through their mutual resource dependency despite the differing bases of this 

dependency. The consequences for both operators would be a low number of 

alternatives, which, in accordance with Yan & Gray (1994), means lower bargaining 

power in a negotiation. We have seen that Swisscom Mobile most likely is more 

dependent on Vodafone for critical resources, which, in turn, indicates that the 

alternatives of the Swiss operator were lower as well. Through limiting the chances of 

the company of striking a beneficial deal, this can increase the risks of not achieving the 

strategic goals and objectives in the alliance.  

 

However, we believe that Swisscom Mobile’s connections to the Swisscom Group 

might have had a positive affect on the bargaining power of the company. The fact that 

Swisscom Mobile, in addition to the Vodafone Group, also is part of the Swisscom 

Group can be seen as an alternative in a situation where Swisscom Mobile perceives the 

pressure from Vodafone as too high. However, the Swisscom Group would not 

constitute an alternative for achieving the same goals as through the alliance with 

Vodafone, since the Groups partly are active in different industries. In accordance with 
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Yan & Gray (1994), we, therefore, believe that this had a limited influence on the 

bargaining power of Swisscom Mobile. 

 

As for the stakes of Swisscom Mobile, in the second negotiation round, Vodafone put 

pressure on Swisscom Mobile to introduce the Vodafone brand name in Switzerland. A 

full introduction of the Vodafone brand, though, would mean a higher dependence on 

Vodafone for Swisscom Mobile, and, hence lower power in the alliance. For this reason 

we believe that the stakes were higher for Swisscom Mobile than for Vodafone, which 

should have had a negative influence on the bargaining power of Swisscom Mobile. 

Hence, in accordance with Yan & Gray (1994), we argue that Swisscom Mobile had a 

lower context-based bargaining power than Vodafone, since it had more to lose.  

 

We have seen that Swisscom Mobile suffered from lower bargaining power than 

Vodafone due to resource dependence, as well as higher stakes. The revision of the 

contract originated from a conflict regarding which brand to use on the Swiss market, 

Vodafone or Swisscom Mobile. As a result of the negotiations, Swisscom Mobile 

agreed to introduce the brand name Vodafone only on the product Vodafone live!. 

Hence, Swisscom Mobile stood strongly against Vodafone’s pressure to introduce the 

brand name Vodafone in Switzerland. This implies that the bargaining power of the 

company was indeed not that weak in comparison to Vodafone. We, therefore, believe 

that the bargaining position of Swisscom Mobile cannot fully be explained using 

resourced-based or context-based factors. 

5.1.3 ADDITIONAL BASES OF BARGAINING POWER 

Dwyer (1984) stresses other factors such as for example credibility, negotiation skills 

and expertise as important in a negotiation situation. We believe that Swisscom Mobile 

has a high credibility as a company, for example, due to its financial strength, 

innovation capacity and strong brand name. This contributes to the profitability of the 

company and, hence, to a high value of the shares owned by Vodafone. The Swisscom 

brand name is very well known in Switzerland and as much as 95 per cent of the 

population mentions it unsupported (Ekman, Fahlén & Razifar, 2004). We believe that 

this might have constituted an influencing factor in the negotiations with Vodafone. If 

the brand name Swisscom would have been replaced with the Vodafone brand name, we 
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believe that the company would have risked loosing subscribers, since the brand 

Swisscom is very connected to “swissness” and to the identity of the Swiss people. We, 

therefore, believe that another brand would not have had the same credibility or 

emotional meaning for the subscribers. Furthermore, we believe that building a new 

brand name is a time consuming task and starting from scratch might have been a 

luxury that Vodafone could not afford. Since the telecommunications market is very 

turbulent, we believe that in the short run the value of Vodafone’s holdings in Swisscom 

Mobile would probably have decreased. This, in turn, would not have been in line with 

the short-term profit concentration of Vodafone, even if it might have been an important 

step in their long-term global strategy. Hence, we believe that the strong brand name 

and Vodafone’s equity share combined with Swisscom Mobile’s profitability, might 

have contributed to the compromise reached.  

 

We, furthermore, believe that Swisscom Mobile must have used its resources 

concerning competence and negotiation skills in an effective way in order to achieve a 

compromise with Vodafone. As we have seen, the company had a weaker bargaining 

power in most respects, but in spite of this, was not entirely run over by Vodafone. In 

the everyday contacts with Vodafone, we have also found that the stubbornness of the 

co-workers is important for them in order to get their way. Hence, this stubbornness 

seems to be important for the influence of Swisscom Mobile both in the contacts with 

Vodafone Global and with partner OpCos in the network. 

 

This brings us to our main findings of this section. Swisscom Mobile had a weaker 

bargaining position both due to resource-based and context-based bargaining power, but 

still managed to reach a compromise with Vodafone Global. The company with the 

weaker power position had stubborn and proud managers, a strong brand name and an 

intelligent partnership model that prevented an opportunistic behaviour and forced the 

party with a stronger bargaining power to behave in a trustworthy manner. This brings 

us to the conclusion that companies that are in the same position as Swisscom Mobile, 

i.e. that have weaker resource-based and context-based bargaining power than its 

partner should try to have an intelligent partnership model in order to prevent an 

opportunistic behaviour. They should also possess rare and valuable resources, such as a 

strong brand name. We have seen that this has helped Swisscom Mobile improve its 
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bargaining power. Hence, we believe that these factors can be essential for a company 

with a weaker power position in an alliance.  

 

In this section we have focused on the dyadic bargaining between Swisscom Mobile and 

Vodafone Global. The negotiations of the partnership agreement and its outcomes have 

been analysed. However, even though the negotiations took place between Swisscom 

Mobile and Vodafone Global, the Vodafone Group consists of about 30 companies, 

creating a network of mobile operators. In the next section, we will, therefore, address 

how the power division and influence of a player is affected by its position in this 

alliance network. 

5.2 NETWORK LEVEL 

In order to analyse the power division on a network level, we use three resource flows 

that flow between companies in a network as a basis. These flows are asset flows, 

information flows and status flows as described by Gnyawali & Madhavan (2001). We 

consider these flows to be dynamic since they can be affected by the participating 

parties.  

 

All these three flows can be observed in the network of the Vodafone Group. The asset 

flow concerns a transfer of technology between partner firms. This exchange takes place 

for example in connection to new releases in Vodafone live! or in combination with a 

joint product development project.  

 

The information flow includes a know-how and information exchange that takes place 

between contact persons in the same functional positions in the OpCos and/or Vodafone 

Global, as well as between the managers of the departments where the cooperation is 

extensive. For example, Daniel Gerber, Head of Content Management at Swisscom 

Mobile, states that he has monthly meetings with all the managers in the corresponding 

positions at the partner operators. The know-how transfer includes marketing know-how 

as well as technological know-how and will be explained in more detail in a later 

section of this chapter.  
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Last but not least, the participation in the Vodafone network most likely brings about a 

status flow to the participating partners. We believe that being a part of a world-leading 

group should transfer some credibility and status to the parties, especially if the 

company in question has a weak position on its own geographical market. As we know, 

this is not the case for Swisscom Mobile. Therefore, we believe that this status flow 

might be of lesser importance for Swisscom Mobile, which might explain why we have 

not observed any clear status flow in this case. For this reason, we will not put much 

weight on aspects concerning status flows in the following discussions. 

 

Based on these three flows, Gnyawali & Madhavan (2001) identify interconnections 

between parties in the network as basis for power division, which we will now use to 

analyse the power division within the Vodafone Group and the position of Swisscom 

Mobile in this group. We will start by analysing the position of Vodafone Global as a 

central firm.  

5.2.1 VODAFONE GLOBAL AS A CENTRAL FIRM 

Vodafone Global has ties to all the partners and subsidiaries in the network. Some 

operators are fully controlled subsidiaries, whereas others are only tied to the network 

through loser partnership agreements without equity investments. Swisscom Mobile is 

one of the few firms in which Vodafone is a minority owner. In either case, however, 

the agreements are made with Vodafone Global. In accordance with Gnyawali & 

Madhavan (2001), Vodafone Global holds a position of a central firm in the network. 

The authors claim that in this position, the company should benefit from positive 

resource asymmetries based on asset, information and status flows. Hence, the company 

should be able to exercise power over other parties in the network. Of course, yet 

another reason for Vodafone Global’s position as a central firm in the network is based 

on its control over some of the operators in the network. 

 

In its position, Vodafone Global has access to all the technology of the group. The 

OpCos are seen as skill centres specializing on a specific technology. As we have seen, 

Swisscom Mobile, for example, is trying to proliferate itself as specialised on 

Orchestration and Service Creation Environments. Even though the OpCos are in 

charge of the product development in each skill centre, Vodafone Global has the final 
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saying. As Xavier Weibel explains, Vodafone Global decides if the proposition is to be 

further developed and implemented within the group. Hence, Vodafone Global has a 

superior access to the technology of the entire group. In addition to the technology 

access, Vodafone Global closes the global sourcing deals with the suppliers of handsets 

and infrastructure. This constitutes an asset that brings Vodafone Global a unique 

position within the network.  

 

Through the connections to all the OpCos in the network, Vodafone Global receives 

information from every operator. Furthermore, since Vodafone Global negotiates with 

for example suppliers, the company controls yet another information source. A third 

information source controlled by Vodafone Global is the marketing researches 

conducted. This indicates that Vodafone Global controls much information important 

for the network parties. Vodafone Global can choose to manipulate the information or 

which information to forward to the OpCos, which, in accordance with Gnyawali & 

Madhavan (2001), gives the firm a power advantage over the other operators in the 

network. This could endanger the achievement of goals and objectives for the remaining 

firms in the network. 

 

We have seen that Vodafone Global benefits from superior asset and information flows 

within the network. This implies that the company is in a position to exercise power 

over the other parties in the network. Furthermore, Vodafone Global controls the brand 

name “Vodafone” and the structuring of the network, which according to Lorenzoni & 

Baden-Fuller (1995) are bases of power in a network. It should also give the player a 

certain status in the network (Gnyawali & Madhavan (2001). 

 

However, having power does not necessarily mean exercising power at the expense of 

someone else. Lorenzoni & Baden-Fuller (1995) found that successful networks were 

characterised by a central firm sharing knowledge and skills with partner firms. 

Vodafone Global seems in many respects to be striving for an extensive flow of 

information and know-how between partner firms. For example, a Partnership Office, 

with the task to mediate contacts and forward information between partner firms are 

organised at Vodafone Global. Yet another aspect concerns the management-training 

program at Vodafone Global. According to Georges Schlegel, Swisscom Mobile 
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regularly sends its managers to participate in these programs. This way, Vodafone 

Global shares its management and organisational skills with co-workers from its 

collaboration partners. Hence, Vodafone Global has a very powerful position within the 

network, even though the organisation seemingly does not always chose to exercise it.  

 

Hence, in this section we have seen that Swisscom Mobile is not a central firm in a 

network, but that this position is occupied by Vodafone Global. This focal firm has a 

power advantage in the Vodafone Group, which in accordance with Das & Teng (2002) 

should make it more difficult for the firm with less power, in this case Swisscom 

Mobile, to achieve its goals and objectives in the alliance. However, Vodafone Global 

seems not to abuse its advantage in the network, which we believe should be beneficial 

for Swisscom Mobile as a less influential party in the network.  

5.2.2 DENSITY WITHIN THE VODAFONE GROUP 

Vodafone Global has ties to all partner OpCos in the network. However, its ties to the 

largest European operators are stronger. These operators hold elite positions within the 

network. They participate in board meetings at Vodafone Global as well as in the 

negotiations with the suppliers, where they also represent the smaller OpCos in the 

network (Stefan Reber). Due to this presence, these large operators have access to 

information that the smaller OpCos are in need of, which, in accordance with Gnyawali 

& Madhavan (2002), brings them a more influential position in the network. 

Furthermore, decisions made by Vodafone Global often benefit these large players the 

most. They represent the largest markets in Europe and are therefore strategically very 

important for Vodafone.  

 

The large OpCos forward the information to the smaller OpCos that they represent. The 

smaller OpCos in the Vodafone Group also have connections to each other, but it is up 

to the operators themselves to build contacts with the other OpCos. However, meetings 

are arranged for all the managers of a certain department, where plans are made and 

information is exchanged. Hence, to participate in these meetings brings the local OpCo 

manager certain advantages, but the participation is voluntary. On an operative level, it 

is up to the co-workers to establish trustful contacts with counterparts at the partner 

OpCos, where information and best practises can be exchanged.  
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Due to the frequent contacts between partner OpCos, we believe, in accordance with 

Burt (1992) in Gnyawali & Madhavan (2002), that strategic holes are of minor 

importance in the Vodafone Group. If companies choose to establish contacts with each 

other, there will be no structural holes. An autonomous firm obtains power in a network 

due to superior access to information that it can manipulate (Gnyawali & Madhavan, 

2002). Hence, we believe that to have as much contact with partner OpCos should be 

important for smaller OpCos in order to obtain a more influential position in the 

network and to avoid dependence on for example one of the largest operators or on 

Vodafone Global for information. Swisscom Mobile seems to some extent to have 

realised the importance of these ties, since the company encourages its co-workers to 

have contacts both on the global, dyadic, level and the OpCo level (network level). The 

company has, furthermore, organised a Partnership Office that mediates contacts and 

forwards information. Vodafone Global also encourages contact between partner 

OpCos. As we have seen, meetings on all levels of the firms are arranged. However, 

every operator can choose to which extent it wishes to participate in these meetings. 

Hence, we cannot exclude the existence of structural holes and autonomous firms, since 

we do not know to what extent other operators have established contacts with each 

other. In either case, we believe that Swisscom Mobile does not suffer from information 

shortages and less influence due to dependence on an autonomous firm, because it 

works actively with establishing contacts at all levels of the network and at the partner 

OpCos. 

 

Due to the many interconnections between partner firms in the alliance network 

described above, we believe that the Vodafone Group can be considered a relatively 

dense network. This should theoretically limit the influence of the focal firm, in our 

case Vodafone Global. The partner OpCos can exchange information with each other, 

but they still depend on Vodafone Global for information about, for example, supplier 

terms and value propositions. Value propositions are developed centrally at Vodafone 

Global and then implemented in the partner OpCos. Otherwise all OpCos can access 

more or less the same information. We believe that any disturbances in the information 

flow can be explained through ownership structure, rather than density of the network. 

An example of this is that Swisscom Mobile sometimes experiences disturbances in the 

information flows (Thomas Walke). As a non-controlled partner OpCo, Swisscom 
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Mobile does not belong to the closest circle and, therefore, does not have access to all 

the information from Vodafone Global (Daniel Gerber). This indicates that Swisscom 

Mobile is to a certain extent dependent on other companies in the network for 

information. In accordance with Gnyawali & Madhavan (2002), we believe that this has 

a negative influence on the power of Swisscom Mobile in the network. 

5.2.3 POWER DIVISION IN THE VODAFONE GROUP 

Our analysis indicates that there are at least three levels of influence and power in the 

Vodafone network (see figure 12).  

 

 

Figure 12. The three levels of influence within the Vodafone Group 

(Source: Own construction). 

 

The most powerful position is occupied by Vodafone Global, which controls some of 

the other operators and has superior access to information and technology. The large 

OpCos possess the second most powerful positions in the network. Swisscom Mobile is 

one of the smaller operators in the third level of the network. In this position, the 

company has relatively low influence. Vodafone Global makes the decisions and mainly 

takes the situation of the largest operators into consideration. This means that Swisscom 

Mobile cannot influence the decisions that are made. Hence, in this respect the power of 

Swisscom Mobile in the network is low, which, in accordance with Das & Teng (2002) 

should endanger the achievement of the goals and objectives of the company. 

 

Swisscom Mobile, furthermore, receives less information than the large operators, 

which as already mentioned makes the company dependent on other companies in the 
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network. However, by establishing contacts with other partner OpCos, the operator can 

improve this situation. The dependence on for example Vodafone Global for 

information will decline and by exchanging information with partner OpCos, Swisscom 

Mobile can win arguments to use in negotiations with Vodafone Global. Hence, in 

accordance with Gnyawali & Madhavan (2002), the many ties to the other partner 

OpCos lessen the power that Vodafone Global can exercise over Swisscom Mobile. 

Hence, the position of Swisscom Mobile in the Vodafone Group is not very influential, 

but it can be improved through contacts with partner OpCos. This should be true for all 

companies with a corresponding position in an alliance network in order to gain on 

influence through exchanging information with partners in the network and achieve its 

goals and objectives in the alliance. For Swisscom Mobile, the Partnership Office and 

all the contacts between co-workers at Swisscom Mobile and Vodafone are therefore 

very important and should be promoted. 

5.3 CONNECTIONS BETWEEN THE DYADIC AND 

NETWORK LEVELS 

Through the analysis of the dyadic and network levels in the case of Swisscom Mobile, 

we have seen that on a dyadic level the division of power in an alliance is determined 

during negotiations when the terms of the contract regulating the partnership is decided 

on. This contract will influence the power in the partnership during the length of the 

agreement. The position of the company in the network will also be affected if this is 

included in the contract. In the alliance between Swisscom Mobile and Vodafone, the 

rights of Swisscom Mobile in the Vodafone Group are regulated in the partnership 

agreement. Hence, the outcome of the negotiation on a dyadic level influenced the 

position of Swisscom Mobile on a network level (see figure 13, arrow 1).  

 

On a network level, the power division is more dynamic and is created, and can be 

influenced, by the parties of the alliance network (see figure 13, arrow 2). A weaker 

party can receive information and knowledge through meetings and contacts with a 

large number of companies in the network and, in this way, lower its dependency and, 

hence, increase its bargaining power towards the central company. We believe that it is 

essential for companies with weaker bargaining power to use the network to “build 
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muscles”, by attaining information and know-how and using it for strengthening their 

position in the network and towards the central firm (figure 13, arrow 3). Hence, we 

believe that the actions of the weaker companies on a network level can have a positive 

influence on their bargaining power on a dyadic level. This, in turn, can increase their 

chances of achieving their strategic goals and objectives in the alliance.  

  

 

Figure 13: The connection between the dyadic and the network level 

(Source: Own construction). 

5.4 A MODEL OF SUCCESS FACTORS 

The purpose of this study is to identify success factors for a party in an alliance 

suffering from power asymmetry. In the remaining part of this chapter we will, 

therefore, analyse our empirical findings using the four groups of success factors 

addressed in our frame of references; Managing, Sharing, Learning and Trusting. The 

chapter ends with a summary of our findings, where we compare the success factors 

identified theoretically with the success factors identified in the empirical environment 

at Swisscom Mobile. 
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5.4.1 MANAGING 

Under this heading, we will discuss and compare the goals of Swisscom Mobile and 

Vodafone, the resources Swisscom Mobile contributes to the alliance as well as the role 

of management at the company. These topics will be connected to the bargaining power 

of the company compared to Vodafone Global and the influence in the whole network.  

 

GOALS 

According to Hamel, Doz & Prahalad (1989), the optimal situation in an alliance is 

when the strategic goals of the partners converge, as the competitive goals diverge. In 

the case of Swisscom Mobile and Vodafone, some goals converge, whilst others 

diverge. Swisscom Mobile entered into the partnership with Vodafone among other 

things with the goal to ensure future competitiveness through scale advantages. 

Vodafone, on the other hand, is pursuing a global strategy, and entering into a 

partnership with Swisscom Mobile was a step on the way. Hence, in this respect, the 

goals of the operators diverge. However, the companies share some common goals and 

objectives.  

 

The mobile market is characterised by turbulence and a high rate of technological 

development and innovation. In order to be competitive on this market, companies have 

to keep up with this pace, or optimally lead it. Hence, within the Vodafone Group, 

companies cooperate within the areas of innovation and product development. We 

believe that the combining of their strengths ensures a leadership on the mobile market. 

For Swisscom Mobile, this translates into a strong position on the Swiss market, where 

the company is active. For Vodafone it ensures global leadership. Hence, both parties 

benefit from joint innovation and product development without competing with each 

other. 

 

Both Swisscom Mobile and Vodafone benefit from the alliance, which we believe 

lessens the risk that the stronger party will exercise power over the weaker party in 

order to achieve its goals. We believe that since the parties share the common objective 

of product development and innovation, they can achieve this without one party having 

to use its powerful position at the expense of the other party. By this follows that the 
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chances for the less influential party to achieve its goals are increased when it shares 

and attains common objectives with its collaboration partner. 

 

In another sense, the strategies of Swisscom Mobile and Vodafone diverge. Through its 

connections to the Swisscom Group, Swisscom Mobile can offer its customers a 

solution that includes both wireless and regular telephony, broadband, television and IT 

solutions. Vodafone, on the other hand, only offers wireless solutions. Through 

increased know-how and information that Swisscom Mobile acquires from the 

Swisscom Group, it can, in accordance with Gnywali & Madhavan (2001), increase its 

power in the network, since it possesses some unique information that might be of value 

for its partner firms. In addition to this, we believe that the possibility for Swisscom 

Mobile to offer an overall solution might give the company a certain status in the 

network. Swisscom Mobile can offer something that Vodafone cannot. The increased 

amount of information, know-how and status that the connections within the Swisscom 

Group brings Swisscom Mobile, should give the Swiss mobile operator a stronger 

position in the network as well as an increased bargaining power towards the central 

firm. Swisscom Mobile is in possession of unique information, which it can choose 

whether or not to share with its partners. In accordance with Gnywali & Madhavan 

(2001), this should improve the position of the company in the network. This would 

help the company to build muscles on a network level. On a dyadic level, it would 

increase its bargaining power towards the central firm through an increased number of 

alternatives. This, in turn, will increase its chances of achieving its strategic goals and 

objectives in the alliance. 

 

Our main finding in this section is that companies with a weaker bargaining power must 

to some extent share some common objectives with their cooperation partners. In this 

way conflicts due to differing goals will less likely arise, since no incentives for the 

stronger part to exercise power over the weaker party would exist. However, it is also 

essential for companies with a weaker bargaining power to have some strategic goals 

that diverge from the ones of the partners. In this way the companies’ alternatives will 

increase. According to Yan & Gray (1994), having more alternatives has a positive 

influence on bargaining power, which, in turn increases the weaker companies chances 

of achieving its goals and objectives in the alliance. 
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RESOURCES 

Swisscom Mobile contributes to the alliance with the access to the Swiss market and 

with technological know-how concerning innovation and product development. We 

have concluded that based on resources, Swisscom Mobile is more dependent on 

Vodafone than the other way around. In order to improve its bargaining power based on 

resource dependency, Swisscom Mobile needs to develop its resource base. According 

to Yan & Gray (1994), the resource contribution to the alliance is a crucial source of 

bargaining power. We do not believe that only the access to the Swiss market can 

increase the bargaining power of Swisscom Mobile. The access to the market was only 

a one-time offer, which gave Swisscom Mobile some bargaining power in the initial 

negotiations with Vodafone. However, we stress that in order to increase the bargaining 

power of the company, this market access will not be enough, since it cannot be further 

developed. The resource base of the company, on the other hand, can be developed in 

order to strengthen the bargaining power. In accordance with Gnywali & Madhavan 

(2001), we believe that the added know-how attained in the process would also 

strengthen the position of the company in the network.  

 

It appears as if Swisscom Mobile in some respects has realised that innovation and 

technology are important for its position in the network and towards Vodafone Global. 

According to Prahalad & Hamel (1990), a company must know the core competencies it 

is trying to build in order to contribute to the alliance. As Xavier Weibel states, 

Swisscom Mobile has started to take a more active role concerning product 

development and technology in the partnership and develops prototypes in-house before 

presenting them to Vodafone. It is also focused on developing specialised competence 

within the area of Orchestration and Service Creation Environments. This means that 

Swisscom Mobile defines the architecture of the product in this field for the whole 

group. We believe that this competence would increase the dependence of the Vodafone 

Group on Swisscom Mobile and, hence, both improve the position of Swisscom Mobile 

on a network level (Gnywali & Madhavan, 2001) and increase the bargaining power of 

the Swiss mobile operator towards Vodafone Global (Yan & Gray, 1994). This in turn 

would help Swisscom Mobile as the weaker party in the alliance to achieve its strategic 

goals and objectives in the alliance. Hence, in order to improve its position in the 
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network, Swisscom Mobile should focus on innovation and contribution to the 

Vodafone Group, using the same strategy as perused by Xavier Weibel today. 

 

Our main finding in this section is that it is essential for companies with a weaker 

bargaining power not only to contribute rare resources, but resources that increase the 

alliance dependency on the company. In accordance with Emerson (1962) in Das & 

Teng (2002), the weaker company increase its resource-based bargaining power in this 

way. If all the parties in the alliance are dependent on the resources contributed by the 

weaker party, this would improve the position of the company within the network. Its 

bargaining power towards the central firm, i.e. on a dyadic level would also increase. 

This would have a positive influence on the achievement of strategic goals and 

objectives of the company in the alliance. 

 

ROLE OF MANAGEMENT 

Until now, we have argued that it is important that the parties in an alliance strive for 

achieving some shared objectives and that a company must contribute valuable 

resources to the alliance. However, for this to be possible, the managers of the company 

must actively engage themselves in the collaboration (Badaracco, 1991). In the case of 

Swisscom Mobile, managers must for example not only encourage innovation, but also 

make sure that this new technology is implemented on a global level. We believe that 

only then will the developed resource base increase the bargaining power of the 

company. If managers cannot achieve this global implementation, the ambitions of the 

company to increase the bargaining power by developing resources will be worthless. 

 

Managers can ensure the achievement of goals in at least two respects pointed out by 

Badaracco (1991): through a strong management team that is committed to the success 

of the alliance and through motivating the personnel to work for the success of the 

alliance. At Swisscom Mobile, we could observe that both managers and co-workers at 

an operative level are highly involved in the alliance and strive for it to succeed. 

Georges Schlegel explained that the management of Swisscom Mobile supports the 

alliance and our investigation among the co-workers shows that they have succeeded in 

communicating this internally to their personnel. This should, in accordance with 

Badaracco (1991), benefit the achievement of goals and objectives in the alliance. 
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Georges Schlegel believes that the management team has succeeded in convincing their 

employees that the partnership with Vodafone does not only benefit the company, but 

also the personnel, for instance, through an international contact network. We believe 

that this has contributed to motivating the employees to believe in the alliance. In 

accordance with Badaracco (1991), we point out that it is essential that the employees 

involved in the knowledge and skill exchange have a certain trust in the alliance. We 

believe that if the co-workers would not believe in the alliance, they would not perform 

as well and the contacts with Vodafone would suffer. Hence, the management group 

must motivate its personnel in order for the alliance to function friction free.   

 

Our main finding in this section is that the management team of the company with the 

weaker bargaining power plays an important role for the success of the alliance, i.e. for 

the achievement of strategic goals and objectives. Managers must first of all strive for 

the success of the alliance and try to communicate this internally. At the end of the day 

it is on an operative level that people work intensively with the cooperation partners. If 

the employees are not convinced of the benefits with the alliance, the alliance might fail 

due to a lack of commitment. Another important task of management is to ensure that 

the know-how and information contributions to the alliance are implemented, because 

only then will the cooperation partners be dependent on the firm in question and its 

bargaining power will increase. 

5.4.2 SHARING 

Hamel, Doz & Prahalad (1989) state that in an alliance each partner must contribute 

something distinctive that can be shared. In the Vodafone Group, all the parties 

contribute to the alliance network and share information about, for example, best 

practises, the market situation and customers. Inkpen & Beamish (1997) found that 

acquisition of information and know-how has a positive influence on bargaining power. 

At Swisscom Mobile, we have already seen that the sharing of information between 

partner OpCos has a positive effect when bargaining with Vodafone Global. The 

experiences of the partner OpCos can be used to find more arguments to use against 

Vodafone Global. Hence, Swisscom Mobile’s active participation in information and 

know-how sharing, i.e. its building muscles on a network level, has a positive influence 

on its bargaining power towards Vodafone Global, i.e. it being able to use the muscles 
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on a dyadic level. We, furthermore, believe that this has helped the Swiss mobile 

operator to achieve its strategic goals and objectives in the alliance. 

 

We believe that all companies within the Vodafone Group use the alliance to gain 

access to the skills and knowledge of the cooperating parties. All parties within the 

alliance complement each other through information and know-how sharing. In 

accordance with Inkpen & Beamish (1997), we believe that companies with less 

influence in an alliance should strive for absorbing information and know-how even 

more. We have stated earlier that a weaker position within an alliance contributes to a 

weaker bargaining power in a negotiation. For this reason, companies with a weaker 

position should try to obtain a power advantage through knowledge and information 

sharing.  

 

PARTNER SPECIFIC ABSORPTION 

Dyer & Singh (1998) state that not all information and knowledge is valuable. In this 

section we will discuss if Swisscom Mobile has succeeded in absorbing valuable 

information and know-how from its partners and how it has helped the company to 

increase its bargaining power. Dyer & Singh (1998) state that in order to systematically 

identify valuable information and knowledge, companies need to implement 

interorganisational processes that they refer to as partner specific absorption. The 

authors have found that this absorption is a function of developed interaction routines 

that maximises the interaction between the companies within the alliance and the extent 

to which the partners have developed overlapping knowledge bases.  

 

We believe that through, for instance, the Oversight Committee, Partnership Office and 

the different Contact Points, Swisscom Mobile has created effective interaction routines 

with the other operators in the alliance network. The results of the questionnaire show 

that there are intensive contacts between co-workers on an operative level at Swisscom 

Mobile and their counterparts at Vodafone Global. Many even have frequent personal 

meetings with their contact persons, which according to Badaracco (1991) should 

benefit the exchange of information. Many also have frequent telephone contact, even if 

e-mail is the most common means of communicating. The co-workers on an operative 

level, furthermore, state that they mainly are satisfied with the information they receive, 
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both concerning relevance and quantity. In addition to the contacts with Vodafone 

Global, co-workers on an operative level are encouraged to build contacts with their 

counterparts at the partner OpCos. Through these contacts, best practises can be 

exchanged and valuable information that can be used as arguments against Vodafone 

Global can be won. All in all, this implies that there are effective interaction routines 

between Swisscom Mobile and Vodafone, which should benefit the absorption of 

information of Swisscom Mobile. 

 

Daniel Gerber, Head of Content Management, addresses another aspect that benefits the 

information exchange between Swisscom Mobile and the other operators within the 

Vodafone Group. He points out that it has never been a problem to fly to London in 

order to attend a meeting or just to discuss a problem that has arisen. Gerber believes 

that this has contributed to a very good relationship between him and the other partners. 

This should also benefit the partner specific absorption of Swisscom Mobile. 

 

Swisscom Mobile and Vodafone share similar knowledge in the field of mobile 

solutions, but they also possess knowledge that differs. Through its ties to the Swisscom 

Group, Swisscom Mobile has access to knowledge that concerns a overall IT-solution, 

which Vodafone does not posses. Here we have identified an overlapping knowledge 

base between Swisscom Mobile and Vodafone, which is the second criterion for 

effective partner specific absorption mentioned by Dyer & Singh (1998). Swisscom 

Mobile’s knowledge base includes the overall IT-solution, which we believe might give 

Swisscom Mobile an improved power position. They have information and know-how 

that is rare compared to the information and the know-how that Vodafone possesses. 

Swisscom Mobile can choose whether it wants to share this know-how with the other 

partner OpCos or not. Either way, in accordance with Gnyawali & Madhavan (2001), it 

gives Swisscom Mobile a certain power. A prerequisite for this increased power is of 

course that Vodafone values this information. 

 

All in all, the efficient interaction routines and the overlapping knowledge bases imply 

that Swisscom Mobile has a high capacity of partner specific absorption, which means 

that its acquisition of knowledge and skills is potentially high. We have also seen that 

this high acquisition of information and knowledge can help the company to gain 
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bargaining power towards the central firm, Vodafone Global. Hence, we state that for 

firms in a weaker bargaining position, it is essential to have a high capacity of partner 

specific absorption in order to strengthen its positions within the network and increase 

its power towards the central firm. This way, the chances of achieving their goals and 

objectives in the alliance will increase. Therefore, Swisscom Mobile ought to focus on 

this partner specific absorption and consciously encourage these contacts to take place 

in order to make full use of these mechanisms. 

 

This brings us to the findings of this section. Companies in a weaker power position 

must be organised in a way that improves their partner specific absorption. In this way 

the companies can manage to absorb valuable know-how and information that can help 

them to build their muscles on a network level. In our case, we have seen that an 

information or know-how advantage has a positive influence on the bargaining power of 

the weaker company when negotiating on a dyadic level. Hence, sharing, i.e. giving and 

receiving valuable information and know-how, is essential for increasing the bargaining 

power of a weaker company.  

 

LIMITED INFORMATION SHARING 

Hamel, Doz & Prahalad (1989) stress the importance of limits of the cooperation.  By 

this, the authors mean that in order to gain bargaining power a company should aim at 

absorbing knowledge from its partners, while at the same time limiting its own sharing 

of knowledge. This is something we have observed at Swisscom Mobile. Co-workers on 

an operative level state that sensitive data is exchanged. However, according to Thomas 

Walke, there are strict guidelines about what information is allowed to be shared. For 

instance, all figures need to be cleared before forwarded to Vodafone. However, since 

Swisscom Mobile also experiences some disturbances in the flow of information from 

Vodafone, it seems like Vodafone is protecting some information as well.  

 

Hamel, Doz & Prahalad (1989), furthermore, believe that if a firm can absorb all the 

knowledge and information of its partners, this will increase the bargaining power of the 

company, since the partner cannot contribute further knowledge and information. This 

would put the absorbing company in a better power position. However, we do not fully 

agree with the authors. We believe that, in some situations, a less powerful company 
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should not aim at absorbing all the information and know-how from its partners. For 

companies in a weaker position, it could easily contribute to dependency, which in 

accordance with Emerson (1962) in Das & Teng (2002) translates into weaker, instead 

of stronger bargaining power. This should, in particular, be the case on a turbulent 

market, such as the mobile market, where constant innovation is necessary in order to 

be competitive. A company cannot afford to be dependent on the know-how of its 

collaboration partner. Such dependency would, through its effect on the power division 

in the alliance, translate into a risk that the company would not be able to reach its goals 

and objectives in the alliance. 

 

Furthermore, a partnership is both about giving and about taking and we believe that if a 

company only absorbs without giving something in return, the risk that the other 

partners will decide to end the partnership will be high. Of course, this partly depends 

on what goals the partners have with the alliance. If a company with a weak power 

position only would absorb without giving they would build up an extreme dependency, 

leaving them with limited alternatives. If the alliance partners would withdraw their 

information and know-how flows, the consequences for the weaker firm would be 

devastating.  

 

We have seen that in the Vodafone Group, every organisation is seen as a skill centre. 

This means that Vodafone Global, the central firm, is not trying to absorb all the 

knowledge in order to grow strong on its own. In order to be fast and successful on the 

mobile market the collaborating partners need each other. Hence, the sharing of 

information and know-how makes the alliance faster and each of the companies become 

more competitive on their geographical markets. Hence, we believe that on a turbulent 

market, a company should aim at absorbing information and know-how from its 

collaboration partners in order to increase its bargaining power, while at the same time 

avoid becoming dependent on the partners for this information and know-how. 

Dependence would, as already mentioned, lower the power of the company and 

endanger the achievement of goals and objectives in the alliance.  

 

Sharing, however, is not enough. Companies in a weaker power position must try to 

learn from and implement the new information and knowledge in order to benefit from 
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it and develop. We believe that when a weaker organisation develops as a company, its 

dependency will decline. This, in turn, will increase its bargaining power and its 

chances of achieving its strategic goals and objectives in the alliance. In the upcoming 

section we will, therefore, discuss the importance of learning for a party with a weaker 

bargaining power position. 

5.4.3 LEARNING 

As mentioned in the previous section, companies must learn from and implement the 

information and knowledge that they absorb from the alliance partners. Hamel (1991) 

claims that the partner that learns the fastest from its partners dominates the alliance and 

that companies that have understood this see the alliance as a race to learn. In the 

alliance between Swisscom Mobile and Vodafone it rather seems like the alliance 

parties are racing together. They share and gather knowledge in order to develop new 

products or technologies. This way, Swisscom Mobile is able to contribute knowledge 

and at the same time learn from the partners in, for example, a joint project. We believe 

that this has a positive effect on Swisscom Mobile’s position within the network, since 

the other partners notice that, despite its size, the Swiss mobile operator is very 

innovative. In accordance with Inkpen & Beamish (1997), we believe that through 

learning and through developing its know-how, Swisscom Mobile can increase its 

bargaining power. The increased dependence of its partner firms would, in accordance 

with Emerson (1962) in Das & Teng (2002), cause the bargaining power of the 

company towards Vodafone Global to increase. Thereby, its chances of achieving its 

strategic goals and objectives in the alliance will increase.  

 

Hamel, Doz & Prahalad (1989) stress that learning should be an essential part of the 

strategy of a company in an alliance. As mentioned by Anders Elleby, learning from 

partner operators through sharing of best practises was one of the reasons why 

Swisscom Mobile decided to enter into the alliance with Vodafone. This indicates that 

learning was a part of Swisscom Mobile’s strategy. Evidence, furthermore, indicates 

that the company has realised the importance of learning from its partners. Thomas 

Walke explains that he motivates his team members to build close contacts not only on 

a dyadic, but also on a network level. He believes that wherever there is a possibility to 

lean, it is worth knowing someone. In accordance with Hamel (1991), we believe that 
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having this attitude helps Swisscom Mobile to gain bargaining power. The author writes 

about a series of “micro bargains”. He claims that a company may be in a weak 

bargaining position, but if the firm has a unique capacity to learn from its partners, it 

can strike a series of advantageous “micro bargains” and change its barging position for 

the better.  

 

A less influential company in a network may never possess the same bargaining power 

as the central firm, but it can always take action to increase its bargaining power 

(Inkpen & Beamish, 1997) and turn its bargaining position for the better. We believe 

that a series of “micro bargains” could be the solution. Swisscom Mobile may not 

realise it, but by having close contacts with its partners and by trying to learn from best 

practices, the company can, in accordance with Hamel (1991), win a number of micro 

bargains that helps it to increase its bargaining power. Today, it is our impression that 

Swisscom Mobile in some respects tries to learn from its collaboration partners, but not 

with the clear intention of increasing its power in the alliance. Furthermore, our 

investigation among co-workers on an operative level shows that joint projects with 

Vodafone are not evaluated. This implies that Swisscom Mobile fails to secure the 

know-how exchanged during the project. In addition, we believe that through not taking 

advantage of the possibility to learn from the work process of the project, it loses a 

chance of improving the cooperation with Vodafone. In accordance with Hamel (1991), 

we believe that a company in a weaker power position should strive for learning from 

collaboration partners and for gaining “micro bargaining power” at all levels within the 

company. This might, in the long run, have a positive influence on the bargaining power 

of the company and, hence, contribute to the achievement of goals and objective for the 

less influential firm. 

 

This brings us back to the discussion about learning having to be a part of the strategy, 

i.e. the intent to learn having to start from the top. Hamel & Doz (1998) stress that 

senior managers may have understood the importance of learning, but in order to 

actively learn from partners, employees at an operative level who absorb this specific 

information and knowledge must also be aware of the importance of learning. The 

results of our questionnaire shows that at Swisscom Mobile, co-workers on an operative 

level state that they learn from their contact persons at Vodafone and use this in their 
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own work. Hence, we can see that the idea of learning from collaboration partners is 

deeply rooted both on a management level and an operative level at Swisscom Mobile. 

 

In accordance with Inkpen & Beamish (1997), we believe that learning and 

implementing the gained knowledge and information is essential for less influential 

firms to increase their bargaining power. This way, a company can grow and develop 

much faster. Employees involved in the alliance have two information- and knowledge 

sources. One of them is the own company and the other the partners. We believe that if 

companies with a weaker power position would use the different information sources 

available and learn from them, they could win a series of “micro bargains” and change 

the bargaining position of the companies for the better. This would have a positive 

effect on their possibilities to achieve their goals and objectives in the alliance. 

5.4.4 TRUSTING 

Trust has been argued to be one of the most important factors behind success in an 

alliance. Hence, in this section we will discuss to what extent Swisscom Mobile relies 

on trust to prevent opportunism and to what extent other more formal safeguards are 

used. In accordance with de Witt & Meyer (2004), we believe that since the strategies of 

Swisscom Mobile and Vodafone in some respects diverge, both parties ought to have 

incentives to act opportunistically and use the vulnerabilities of the other party in order 

to reach individual organisational goals. Vodafone for example, pursues a global 

strategy and wants to centralise parts of its activities in order to take advantage of 

synergies and lower its cost. According to Anders Elleby, Swisscom Mobile does not 

want to be too dependent on Vodafone and may have reservations here, because 

Vodafone could make unreasonable demands on Swisscom Mobile. Such a demand 

would, in accordance with Barney & Hansen (1994), be an opportunistic attempt from 

Vodafone’s part, since it would be an abuse of the dependence and vulnerability of 

Swisscom Mobile with the purpose to fulfil individual organisational goals that are not 

in line with the goals of Swisscom Mobile. Swisscom Mobile, on the other hand could 

act opportunistically through, for example, directing profits to the Swisscom Group 

through higher transfer prices. This would be abusing the vulnerability of Vodafone, 

since the operator would receive lower dividends.  
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Hence, both Swisscom Mobile and Vodafone can act opportunistically. However, we 

believe that since Vodafone has a power advantage over Swisscom Mobile, the threat is 

greater that it will abuse this advantage and act opportunistically towards Swisscom 

Mobile than the other way around. Vodafone’s opportunity to be opportunistic should 

be greater due to its power advantage. This indicates that Swisscom Mobile has greater 

need of different safeguards to protect itself from such behaviour. Opportunistic 

behaviour from Vodafone’s side would endanger the achievement of goals and 

objectives for Swisscom Mobile. In the following sections we will, therefore, discuss 

the formal and informal safeguards imposed on the partnership between the two 

companies as well as their relative importance.  

 

FORMAL SAFEGUARDS 

The partnership model used by Swisscom Mobile and Vodafone is characterised by a 25 

per cent equity investment. This is a clear example of what Dyer & Singh (1998) refers 

to as an “economic hostage”. In this case Vodafone should not have an interest to act in 

a way that would have a negative effect on the business of Swisscom Mobile since it 

would receive lower dividends. Of course, the act would have to be of a significant 

importance for Swisscom Mobile and have a long-term effect on the company and its 

profitability for this to be true. Furthermore, for example centralisation of some of 

Swisscom Mobile’s activities would most likely not lower the value of the economic 

hostage, since it would lower the costs of Swisscom Mobile and, thereby, have a 

positive effect on the bottom line. Centralisation of, for example, purchasing of 

handsets, which is now arranged on a local level, poses a threat to the independence of 

Swisscom Mobile, but not to the profitability of its business.  

 

However, we believe that in either case, the economic hostage should have a positive 

effect on the bargaining power of Swisscom Mobile. Due to the minority share holding 

of Vodafone, the profitability of Swisscom Mobile should be more important for 

Vodafone than had it not been involved in this way. Of course, through the equity 

investment, Vodafone has some influence in Swisscom Mobile, but it does not control 

the company. It should, therefore, give Swisscom Mobile a somewhat better bargaining 

position. This indicates that the chosen partnership model contributes to the bargaining 

power of Swisscom Mobile. This should also be true for all companies in a partnership 
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characterised by such an equity investment, since the mechanisms behind are the same 

independent of industry, size of company or other situational factors.  

 

Another aspect in this matter was brought up by Thomas Walke, who points out that on 

an operative level, co-workers at Vodafone most likely do not care about the possible 

negative effect their actions would have on the profits of Swisscom Mobile and, 

thereby, indirectly on Vodafone. The economic hostage might increase the bargaining 

power of Swisscom Mobile on a management level, whilst being irrelevant on an 

operative level. Furthermore, it is only important on a dyadic level in the relationship 

with Vodafone Global, but not on a network level. Hence, the equity share does not help 

the company in a weaker bargaining position to improve its position on a network level, 

but increases its bargaining power on a dyadic level.  

 

According to Yan & Gray (1994), one way of safeguarding against opportunism is 

through a detailed contract. This form of safeguard was considered important both for 

Swisscom Mobile and for Vodafone. Swisscom Mobile relies to a large extent on a 

formal contract in order to safeguard against unpredictable actions of Vodafone. Anders 

Elleby maintains that the advantage of a contract is that there is a threat behind it, but 

that even the best contract can be broken. Hence, he believes that the best situation is 

when the contracts can be forgotten because the partnership works out anyway. This is 

one of the roles of trust in an alliance pointed out by Parkhe (1998b), which brings us to 

the question of informal safeguards and trust.  

 

INFORMAL SAFEGUARDS - TRUST 

De Witt & Meyer (2004) state that companies can overcome the lure of opportunism 

through building long-term interdependence. However, they also point out that this 

requires that firms trust each other. We have already concluded that both Swisscom 

Mobile and Vodafone need each other and, hence, that there exists a certain amount of 

interdependence. However, this interdependence is asymmetric to the benefit of 

Vodafone. Currently, Swisscom Mobile is specialising within a particular technological 

field (Xavier Weibel). In this field, Swisscom Mobile will represent the leading edge of 

the Vodafone Group. Through developing this special competence, Vodafone becomes 

dependent on Swisscom Mobile for this technological know-how. This might even out 
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the dependence somewhat and can, furthermore, be perceived as a sign of trust. The 

parties have both shown a willingness to commit to the partnership through making 

investments that makes them dependent on each other. Swisscom Mobile has, for 

example, adopted Vodafone live! and Vodafone now shows a willingness to be 

dependent on Swisscom Mobile for technological expertise. Of course, the 

specialisation of technological expertise in the different OpCos within the Vodafone 

Group is most likely carried out mainly due to the realisation of synergies and cost 

benefits. However, this does not exclude that these efforts have an effect on the trust 

between the parties in the Group, or that this development was partly enabled by some 

degree of trust. Parkhe (1998b) points out that trust permits better sharing and 

specialisation of resources, and this might very well be an example of just that. 

Furthermore, Xavier Weibel points out that Vodafone trusts the competence of 

Swisscom Mobile. This is supported by our investigation among co-workers on an 

operative level, which indicates that they trust the expertise of their contact persons at 

Vodafone. The fact that they use the experiences of their contact persons in their work 

also indicates that this type of trust exists in the relations with the contact persons. 

 

In the partnership agreement, Swisscom Mobile tried to safeguard against different risks 

with the partnership; among other things that the partnership would break. However, as 

Parkhe (1998b) points out, you can never predict all possible events and the possible 

ways your cooperation partner will react to them. Due to this uncertainty in strategic 

alliances, trust is necessary to fill this gap and constitutes an additional way of 

safeguarding against opportunism. For this reason it is interesting for us to discuss to 

what extent Swisscom Mobile and Vodafone actually trust each other.  

 

Barney & Hansen (1994) identified three different forms of trust: weak form, semi-

strong form and strong form trust. In the weak form trust there are no opportunities for 

opportunism. As we already have concluded that both Swisscom Mobile and Vodafone 

might have reason to act opportunistically, we consider this form of trust to be irrelevant 

in this case.  

 

The semi-strong form trust arises from the protection of different governance devises. 

We have seen that Swisscom Mobile relies both on the equity investment made by 

Vodafone as an economic hostage and on the formal partnership agreement to safeguard 
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its interests in the alliance. However, today people witness about trusting each other 

both on a management level as well as on an operative level. People focus on building 

personal relationships with contact persons in other OpCos as well as on a global level. 

We believe that the formal contract between the parties might have served as a base, 

making the development of trust possible. Hence, we believe that there exists a semi-

strong form trust between Swisscom Mobile and Vodafone. 

 

Suffering from a power disadvantage in the alliance, we do not believe that Swisscom 

Mobile can afford merely to trust Vodafone. Indeed, the company does stress the 

importance of governance devices. The formal agreement influences the work on an 

operative level as well, but we believe that a certain amount of trust between individuals 

in the companies can arise independent on these safeguards. People at all levels at 

Swisscom Mobile stress that a trusting relationship with your cooperation partners is 

important if the cooperation is to work. It is a necessity for people who regularly work 

together in order for them to be willing to share information and know-how. 

 

Strong form trust is the third variant identified by Barney & Hansen (1994). This form 

of trust is based on the characteristics and mentality of the parties. The parties are 

trustworthy independent of governance mechanisms or vulnerabilities. However, since 

we have seen how important the governance devices were for both Swisscom Mobile 

and Vodafone, we do not believe that this form of trust applies to the partnership. 

Furthermore, the pressure from Vodafone’s side to introduce its brand name in 

Switzerland that led to the renegotiation of the partnership agreement could be seen as 

an opportunistic attempt since it was not in the interest of Swisscom Mobile. This 

indicates that the criteria for strong form trust are not fulfilled in the partnership 

between Swisscom Mobile and Vodafone. Hence, a contract is a necessity for Swisscom 

Mobile to protect itself against similar pressures in the future. 

 

Our main finding in this section is that a company with a weak bargaining position 

cannot afford only to trust its partners. Formal safeguards such as a formal contract or 

economic hostage can, to a certain extent, prevent the more powerful party in the 

alliance from abusing its power advantage and acting opportunistically. These formal 

safeguards always secure the goals and the strategic objectives of the company in a 

weaker position. 
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However, trust seems to have yet another important role in the partnership. Since 

information and know-how flows depend on personal interaction, trust has a positive 

influence on these flows. In our case we have seen that trust is a necessity for the 

exchange of information and know-how to take place. This means that the more trust, 

the better the information and know-how flow. Hence, if a company with a weak 

bargaining power manages to build trust among its partners it would benefit the gaining 

of valuable information and knowledge. Eventually it would strengthen its position 

within the network and increase its bargaining power towards the central firm through 

the same mechanisms as sharing and learning. 

5.4.5 SUMMARY OF SUCCESS FACTORS 

In order to complete our model of success factors, we have compared our model of 

success factors from the theoretical findings (figure 6) and the model that describes the 

factors that have contributed to the success of the partnership between Swisscom 

Mobile and Vodafone from the empirical findings (figure 11). By integrating these two 

models, we hope to create a more complete model that takes both the theoretically and 

empirically identified factors into consideration. The success factors of this combined 

model are illustrated in figure 14 below. 

 

Figure 14: Summary of success factors identified both through the 

theoretical and empirical study (Source: Own construction) 
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When integrating these two models, we cannot identify any new clusters of success 

factors. However, we have found that some of the already identified success factors 

have played a larger role in Swisscom Mobile’s success than anticipated based on the 

theoretical findings. In the model above, we have divided the success factors from the 

case of Swisscom Mobile and Vodafone into the clusters from the theoretical study. As 

it turns out, all these success factors, except for one, are connected to the factors from 

the theoretically identified success factor model.  

 

- In the Managing cluster, we have placed the factors Avoiding Strategic Dependence, 

Commitment and Both Parties Benefit. These factors were all found to be of minor 

importance for the success of Swisscom Mobile.  

- In the Sharing cluster, we find the factors Information Flow and Personal Contacts. 

Personal contacts were perceived as very important for the success of Swisscom 

Mobile in the alliance with Vodafone, mainly due to its influence on the sharing of 

information and building of trust. 

- The Learning cluster includes the factor Innovativeness, which was of minor 

importance for the success of Swisscom Mobile. 

- Most of our identified factors, however, are placed in the Trusting cluster. Here we 

can find the Contract, Partnership Model and Trust. All these factors were 

identified as very important for the success of Swisscom Mobile in the alliance with 

Vodafone. These factors are all in some way connected to safeguards and we, 

therefore, conclude that both formal and informal safeguards play a very important 

role for the success of a less powerful company in an alliance.  

 

In the middle of the model above, we have placed the success factor Successful Joint 

Projects, which refers to the successful implementation and cooperation concerning 

Vodafone live!. This is a new factor identified through our empirical study. However, 

the whole idea of an alliance is collaboration and collaboration can take place through 

joint projects. Through a joint project, many personal contacts are created between 

companies, which could be observed at Swisscom Mobile.   

 

The success story of Vodafone live! in Switzerland had a positive influence on the 

relationship between Swisscom Mobile and Vodafone. With the launch of Vodafone 
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live!, the cooperation between Swisscom Mobile and Vodafone intensified. It demanded 

very close cooperation between Swisscom Mobile and Vodafone Global (on a dyadic 

level) and at the same time caused close contacts between Swisscom Mobile and the 

other mobile operators in the Vodafone Group (on a network level) to be created. 

Through the close cooperation around Vodafone live!, close personal contacts were 

created at all levels of the companies and in many different departments. This successful 

project also had a positive influence on the trust between the companies and they 

learned that they were able to work successfully together. This indicates that the 

mechanisms through which a successful joint project influences the success of a weaker 

party in an alliance are the same as for the success factor-clusters Sharing, Learning and 

Trusting, identified through our theoretical study. The mechanisms seem further to have 

been triggered by the increased number of personal contacts that were created at the 

companies in the network. 

 

Sharing, Learning and Trusting have a mutual influence on each other and they all have 

an influence on bargaining power. We have seen, for example, that a certain level of 

trust is necessary for companies to be willing to exchange information. The more 

companies’ share, the more they can learn from each other. This type of interaction 

should further increase the trust between the parties. Learning and Sharing influence the 

bargaining power of a firm through mechanisms that have been thoroughly addressed in 

this chapter. 

 

This brings us to the conclusion that successful joint projects have a positive influence 

on the bargaining power of a company that is in a weaker bargaining power position. 

However, this positive influence originates from the effects it has on Sharing, Learning 

and Trusting. Through close interaction on a dyadic level, the weaker company can 

absorb information and know-how and learn from this. This, in turn, would help the 

company to build muscles and improve their position on a network level that the 

company can use when negotiating on a dyadic level and increase its chances of 

achieving its goals and objectives in the alliance. 

 

To conclude, we believe that a company in a weaker power position in an alliance must 

build a partnership structure that benefits the increase of power, which in turn increases 
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the chances achieving goals and objectives in the alliance. In order for a company to 

improve its position in an alliance network and strengthen its bargaining power on a 

dyadic level, it must be aware of which factors are imperative for its success and 

encourage the implementation of routines that benefit these factors. Our study indicates 

that the four most important measures that need to be taken includes the safeguarding of 

goals and objectives in a formal contract, an intelligent partnership model and the 

encouragement of personal contacts necessary for trust to evolve, which in turn benefits 

the sharing of information and learning. If a weaker firm can find an optimal alliance 

structure that includes all these factors, the chances are greater that it will be able to 

increase its power both on a network level and on a dyadic level and thereby increase its 

chances of achieving its goals and objectives in the alliance. 
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6 CONCLUSION 

 
“[…] I really have the best of the worlds […].” 

 

„[…] Ich habe eigentlich die besten der Welten [...].” 

(Daniel Gerber, Head of Content Management) 

 

The quotation above describes Swisscom Mobile’s position in the alliance with 

Vodafone. The company benefits a lot from the cooperation and due to the partnership 

model used, it still has significant independence. The importance of the partnership 

model is one of our main findings in this thesis. In this chapter we will present our main 

conclusions from this study through referring back to the questions of investigation 

presented in the introductory chapter. We will answer these questions one at the time. 

The chapter ends with some implications both for managers and for researchers.  

 

- What are the bases of any power asymmetries in the strategic alliance between 

Swisscom Mobile and Vodafone? 

 

The power asymmetry in the alliance between Swisscom Mobile and Vodafone is based 

both on factors on a dyadic level and on a network level. On a dyadic level, Swisscom 

Mobile mainly suffers from power asymmetries based on resource dependence and high 

stakes. There exists interdependence between Swisscom Mobile and Vodafone, but 

Swisscom Mobile is comparably more dependent on Vodafone due to technology, 

economies of scale in purchasing and product development and to products.    
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Furthermore, in negotiations, the stakes are higher for Swisscom Mobile, which 

translates into a weaker bargaining position. However, the stubbornness of Swisscom 

Mobile co-workers counterbalances this power asymmetry to a certain extent. All in all, 

power asymmetries in favour of Vodafone characterises the partnership on a dyadic 

level. Through the partnership agreement, this imbalance affects the position of 

Swisscom Mobile in the Vodafone Group and, thereby, the power asymmetries on a 

network level as well.    

 

When analysing the Vodafone Group on a network level, we have seen that there are at 

least three levels of power in the Group. The most powerful firm in the network is 

Vodafone Global. The power asymmetry favouring Vodafone Global includes the 

superior access to information and resources of the focal firm as well as its control over 

brand name and other assets. Another important aspect in this context is the fact that 

some of the operators in the Vodafone Group are fully controlled subsidiaries of 

Vodafone Global, which of course, increases the power of this party. 

 

The second level of power in the network consists of the largest European operators and 

most decisions made by Vodafone Global favour these operators. Swisscom Mobile is 

one of the operators holding a position at the third level of influence in the Vodafone 

Group. The influence of these smaller operators is limited and their needs are taken into 

consideration only after the needs of the larger players. This is a sign of the power 

asymmetry on a network level. However, the Vodafone Group is a rather dense 

network. Swisscom Mobile is, for example, is trying to build a contact network with 

many other operators in the Group in order to exchange best practises, learn from them 

and to gather arguments to use in negotiations with Vodafone Global. Hence, to a 

certain extent, this limits the power of Vodafone Global to use its information 

advantage over the smaller operators. This counterbalances the power asymmetry 

somewhat, but the smaller operators still have a relatively unfavourable power position 

in the network. 
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- From a power perspective, what factors are important for Swisscom Mobile to 

achieve its goals and objectives in the strategic alliance? 

 

We have seen that several factors concur to improving the power asymmetry from the 

perspective of a weaker party in an alliance. Swisscom Mobile has reached its initial 

goals and objectives in the alliance with Vodafone. However, not all factors seem to 

have been equally important for the success of the company.  

 

Under the success factor Managing, we have identified at least two important aspects. 

The first aspect concerns the goals of the collaborating parties. Swisscom Mobile and 

Vodafone have some goals in the field of product development and innovation that 

converge, but differing strategic directions, which should give Swisscom Mobile a 

certain amount of independence from Vodafone, which increases the alternatives of the 

operator and, thereby, its bargaining power as well.  

 

The second aspect concerns Swisscom Mobile’s dependence on the resources of 

Vodafone. Swisscom Mobile enabled Vodafone to access the Swiss market, but in order 

to increase its bargaining power, the company should focus on developing its own 

resource base and aim at making Vodafone more dependent on it. This is an important 

task of management. Even if Swisscom Mobile as a less powerful party in the alliance 

with Vodafone can develop its resource base, it also needs to see to that these ideas or 

innovations are implemented on a global level. Only then has an increased 

interdependence been achieved. We have seen that through the so-called skill centres, 

Swisscom Mobile is trying to do just that. This way of increasing bargaining power by 

creating interdependence should be possible in general for the weaker party in a 

strategic alliance.  

 

Through Sharing of know-how and information with a large number of parties within 

the network, a less powerful party can limit the risks of one powerful party 

manipulating or holding back information. Hence, the dependence on any one party will 

lessen. We have also seen that through gathering information from collaborating 

partners in the network, Swisscom Mobile can gain important arguments when 

negotiating with Vodafone Global. This implies that through engaging in sharing of 
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information and know-how with collaboration parties in the network, a less powerful 

party can increase its bargaining power towards the focal firm. 

 

Though Learning from its collaboration partners, a company can use its connections to 

develop the own know-how and resources. As already mentioned, in this way the less 

powerful party can increase the dependence of others and, thereby, its own bargaining 

power. This could be accomplished by winning a number of “micro bargains”. At 

Swisscom Mobile, we have seen that the extensive contacts on an operative level benefit 

the learning and improve the bargaining power through “micro bargains”.  

 

The last success factor to address is Trusting. We have seen that in the case of 

Swisscom Mobile, a detailed contract as opposed to trust, was considered very 

important in order to safeguard the achievement of goals and objectives. Strategic 

conflict in the partnership caused a higher reliance on a detailed contract. Another 

safeguard used in the partnership between Swisscom Mobile and Vodafone is the equity 

investment made by Vodafone. Hence, for Swisscom Mobile as a less powerful 

company in an alliance with a more powerful collaboration partner, formal safeguards 

have played a very important role. This should be true independent on industry or size 

of the firm. 

 

However, we have also seen some expressions of trust in the alliance between 

Swisscom Mobile and Vodafone. They build interdependence, which limits the power 

of the focal firm and increases the power of the partners in the network, including 

Swisscom Mobile. Trust also seems to be very important on an interpersonal level. In 

order for people to exchange information with each other and learn from each other, 

they need to trust each other to a certain degree. Hence, trust is important for the 

bargaining power of a company through the same mechanisms as sharing and learning. 

IMPLICATIONS FOR MANAGERS 

The results of our study have some important implications for managers at companies 

involved both in dyadic partnerships and alliance networks. First of all, the division of 

power in the alliance influences the companies’ chances of achieving their goals and 
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objectives in the alliance. For this reason, managers need to be aware of the influence of 

their actions on the division of power and take this into consideration. In this context, 

especially the dependence between the parties has proved to be of importance. Mutual 

dependence should be strived for since asymmetric dependence gives rise to risks of 

opportunistic behaviour. An important role of management is, therefore, to avoid undue 

dependence by contributing critical resources to the alliance and by not entirely 

following the footsteps of the partner/s.  

 

We have seen that many actions can be taken to improve the position of a company in 

an alliance that both concern the dyadic level and the network level and, furthermore, 

that they influence each other. Most importantly, a company can increase its power on a 

dyadic level through “building muscles” in the network. Therefore, managers should 

focus on building a contact network among partners in the alliance and engage in 

sharing of information and know-how with these companies, as well as in learning and 

internalising of their skills. The existence of trust between the parties is a prerequisite 

for this, but trust is also further developed as a consequence of these interactions. It is 

the role of management to see to it that these mechanisms are put into action. The 

importance of sharing, learning and trusting should be communicated to the co-workers 

that have contact with the partner firms. Furthermore, since these interactions take place 

between people, personal contacts should be promoted. By following these 

recommendations, managers should be able to increase the power of the company both 

on a dyadic and on a network level, finally increasing their chances of reaching their 

goals and objectives with the alliance. 

IMPLICATIONS FOR RESEARCHERS 

In this study we have identified several interesting aspects concerning the division of 

power in strategic alliances and how it can be altered. The most important contributions 

of this study are (1) the indication of a connection between the dyadic level and network 

level and (2) a model, which can be used to analyse the division of power in an alliance. 

The model also suggests how a company in a weaker power position can increase its 

power and thereby its chances of reaching its goals and objectives in the alliance. 

However, through using the alliance between Swisscom Mobile and Vodafone as a case 
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in this study, we have limited it to one type of alliance. As already pointed out, alliances 

can take a wide range of forms. Therefore, we must be cautious with the generalisablity 

of our results. The generalisability for each success factor should be judged based on the 

context. However, we suspect that the applicability of our results, with some exceptions, 

rather originates from the type of power asymmetry in the alliance than from the form 

of collaboration used. This brings us to our suggestions for future research. In general, 

we believe that more research from the point of view of the weaker party in an alliance 

is needed. Based on this study we have, in particular, identified three areas that would 

be interesting to research further. 

 

1. We have based our study on one case. However, in order to increase the 

generalisability of our results, including the importance of the success factors 

identified for different forms of alliances and different bases of power asymmetry, a 

study based on a larger number of cases should be of interest. 

2. The results of our study indicate that a written contract is of great importance in 

order to safeguard the goals and objectives of the less influential party in an alliance. 

Further research is needed to investigate this as well as the importance of trust in 

this context. 

3. Another finding of this study is that there may exist a connection between the 

dyadic level and the network level of power division in strategic alliances. It would 

be of interest to investigate the nature of this connection further. 
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APPENDIX 1 
 

Interview Guides, German and English 

 

Anders Elleby, Head of Strategy and Business Development 

 

German: 

Kannst Du bitte über den Hintergrund der Allianz mit Vodafone erzählen? Wie es anfing und wie 

die Zusammenarbeit jetzt läuft. 

- Wer hat den ersten Schritt zu der Partnerschaft gemacht?  

- Ist die Zusammenarbeit langfristig oder kurzfristig? 

- In welchen Bereichen ist die Partnerschaft tätig? Wer macht was? 

- Gibt es viele gemeinsame Projekte? 

- Wie werden „benefits“ verteilt? 

 

Warum hat Swisscom Mobile entschieden in eine Partnerschaft mit Vodafone einzugehen? 

- Was will Swisscom Mobile durch diese Allianz erreichen? Welche Ziele habt 

ihr? 

 

Wie versichert ihr, dass eure Ziele erreicht werden können?  

- Detaillierte Verträge oder nur Vertrauen? 

 

Weißt du, welche strategischen Ziele Vodafone mit der Zusammenarbeit hat? 

Habt ihr die Ziele erreicht?  

- Je nach Ziel, warum oder warum nicht?  

- Sind die heutigen Ziele gleich wie am Anfang der Allianz?  

� Wenn nein, weshalb sind sie geändert worden? 

 

Welche Probleme sind in der Zusammenarbeit mit Vodafone aufgetreten? 

 

Warum, denkst du, sind diese Probleme aufgetreten? 

- Probleme mit den Verhandlungen?  

- Kommunikationsprobleme? 

- Probleme mit dem Informationsaustausch? 

- Wie sind diese Probleme gelöst worden? 
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Interview Guides, German and English 

 

English: 

Can you please tell us about the background to the alliance with Vodafone? How it started and 

how it is working today.  

- Who took the first step towards the alliance? 

- Is it a short-term or a long-term cooperation? 

- In which areas does the alliance cooperate? Who does what? 

- Are there many joint projects? 

- How are the benefits divided? 

 

Why did Swisscom Mobile decide to enter into a partnership with Vodafone? 

- What is Swisscom Mobile trying to achieve through the alliance? What goals do 

you have? 

 

How do you make sure that your goals are achieved? 

- Detailed contacts or trust? 

 

Do you know Vodafone’s strategic goals with the alliance? 

 

Have you achieved your goals? 

- Depending on goal, why or why not?  

- Are your strategic goals still the same as the in the beginning of the alliance?  

- If no, why have been changed? 

 

What problems have arisen in the cooperation with Vodafone?  

 

Why, do you think, have these problems arisen? 

- Problems in the negotiations?  

- Communication problems? 

- Problems with exchange of information? 

 

How were these problems solved? 
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Interview Guides, German and English 

 

 

Stefan Reber, Head of Purchasing & Handset Management 

 

German: 

Welche sind Deine hauptsächlichen Arbeitsaufgaben? 

 

Wo arbeitet Eure Abteilung heute mit Vodafone zusammen? 

- Kauft Ihr die Handsets von Vodafone ein, oder direkt von Vodafone’s 

Lieferanten? 

- Habt Ihr spezifische Verträge, die Euere Zusammenarbeit reguliert?  

 

Welche Vorteile hat Swisscom Mobile mit der Partnerschaft im Bereich P&L? 

- Nachteile? 

- Gelten die Skaleneffekte nur Vodafone live! Handys, oder das ganze Sortiment? 

- Welcher Einfluss hat Swisscom Mobile auf das Sortiment? Müsst ihr z.B. alle 

Vodafone live Handys in der Schweiz lancieren, oder könnt ihr selber 

entscheiden welche Handsets Ihr auf den Markt bringen wollt? 

 

Welche Probleme sind bis jetzt bei der Zusammenarbeit aufgetreten? 

 

Wie habt ihr diese Probleme gelöst? 

 

Welche Gründe haben Deiner Meinung nach dazu geführt, dass die Zusammenarbeit gut 

funktioniert? 

 

Wie viel und wie oft habt ihr Kontakt mit Vodafone?  

- Persönlich? Z.B. jährliche Meetings  

- Telefonisch? E-Mail? 

- Wie viele Leute arbeiten in der Abteilung? Wie viele von denen haben Kontakt 

mit Vodafone?  
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Interview Guides, German and English 

 

English: 

What are your main tasks?  

 

In which areas does your department cooperate with Vodafone? 

- Do you purchase the handsets from Vodafone, or directly from Vodafone’s 

suppliers? 

- Do you have special contracts that regulate your cooperation? 

 

What are the advantages of Swisscom Mobile with the cooperation in the Purchasing & Logistics 

department? 

- Disadvantages? 

- Do the economies of scale include the whole range of handsets or only 

Vodafone live! handsets?  

- What influence does Swisscom Mobile have on the range? For instance, do you 

have to launch all the Vodafone live! handsets in Switzerland, or can you decide 

on your own which of the handsets you want to launch? 

 

Until now, what problems have arisen in the cooperation? 

 

How did you solve these problems? 

 

In your opinion, what has contributed to the fact that the cooperation is working well? 

 

How much and how often are you in contact with Vodafone? 

- Personal contacts (For instance, annual meetings) 

- Telephone contact? E-Mail? 

- How many people work in your department? How many of them have contact 

with Vodafone?  
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Georges Schlegel – Head of Product Strategy and Pricing 

 

German: 

Welche sind Deine Hauptaufgaben? 

 

Welchen Kontakt hast Du mit Vodafone? 

 

Wie beeinflusst die Partnerschaft Deine Arbeit? 

- Inwieweit hast Du Vodafone’s Produktstrategie bei der Formulierung von Eurer 

Produktstrategie berücksichtigt? 

- In welchen Bereichen? 

- Persönliche Meetings? 

 

Wie würdest Du die heutige Produktzusammenarbeit mit Vodafone beschreiben? 

- Welche Vorteile und Nachteile hat die Zusammenarbeit mit Vodafone in Bezug 

auf Euere Produkte? 

- Was läuft heute gut, was schlecht? 

 

Welche Probleme sind bis jetzt bei der Zusammenarbeit aufgetreten? 

Wie sind diese Probleme gelöst worden? 

 

Welche Gründe haben Deiner Meinung nach dazu geführt, dass die Zusammenarbeit gut 

funktioniert?  

 

Was sind die hauptsächlichen Aufgaben vom Partnership Office? 

 

Welche waren die Hauptgründe des Aufbaus von  Partnership Office? 

- Welche Probleme wollte man damit lösen? 

 

Wie oft bist Du in Kontakt mit Vodafone’s Partnership Office? Welche Themen werden 

behandelt? 

- Persönlicher Kontakt?  
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Welche Probleme sind in diesem Kontakt aufgetreten? Wie sind sie gelöst worden? 

 

English: 

What are your main tasks? 

 

What kind of contact do you have with Vodafone? 

 

How does the partnership influence your work? 

- How much did you take Vodafone’s strategy into consideration when formulating 

your product strategy? 

- In what areas? 

- Personal Meetings? 

 

How would you describe the present product cooperation with Vodafone? 

- What advantages and disadvantages does the cooperation with Vodafone have 

concerning your products? 

- What is working well today? What is working badly? 

 

Until now, what problems have arisen in the cooperation? 

 

How did you solve these problems? 

 

In your opinion, what has contributed to the fact that the cooperation is working well? 

 

What are the main tasks of the Partnership Office? 

 

What were the main reasons for organising the Partnership Office? 

- What kind of problems did you want to solve? 

 

How often are you in contact with the Partnership Office at Vodafone? What topics are 

addressed? 

- Personal contact? 
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What problems have arisen in this contact? How were they solved? 

 

 

Thomas Walke –  Consumer Solutions: Head of Data Products & Services 

 

German: 

Welche sind Deine Hauptaufgaben? 

 

In welchen Bereichen Deiner Abteilung arbeitet Ihr mit Vodafone zusammen? 

 

Welche Vorteile und Nachteile hat die Zusammenarbeit mit Vodafone in Bezug auf Euere 

Produkte und Dienste? 

- Wo und wie beeinflusst Vodafone Euere Produkte und Dienste in der Abteilung? 

 

Welche Probleme sind in Deiner Abteilung bis jetzt bei der Zusammenarbeit mit Vodafone 

aufgetreten? 

- Kommunikation 

- Informationsaustausch 

- Abhängigkeit von Vodafone 

- Technische Know How-Austausch 

 

Wie sind diese Probleme gelöst worden? 

 

Welche Gründe führen Deiner Meinung nach dazu, dass die Zusammenarbeit gut funktioniert? 

 

Wie viele Leute in Deinem Team haben Kontakt mit Vodafone? 

 

English: 

What are your main tasks? 

 

In what areas does your department cooperate with Vodafone? 
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What advantages and disadvantages does the cooperation with Vodafone have concerning your 

products and services? 

- Where and how does Vodafone influence your department’s products and 

services? 

 

Until date, what problems has your department had in the cooperation with Vodafone? 

- Communication? 

- Exchange of information? 

- Dependency on Vodafone? 

- Exchange of technical know-how? 

 

How were these problems solved? 

 

In Your opinion, what has contributed to the fact that the cooperation is working well? 

 

How many people in your department have contact with Vodafone? 

 

 

Daniel Gerber – Consumer Solutions: Head of Content Management 

 

German: 

Welche sind Deine Hauptaufgaben? 

 

In welchen Bereichen Deiner Abteilung arbeitet Ihr mit Vodafone zusammen? 

 

Wie würdest Du die heutige Produktzusammenarbeit mit Vodafone in Deiner Abteilung 

beschreiben? 

 

Welche Vorteile und Nachteile hat die Zusammenarbeit mit Vodafone in Bezug auf Euere 

Produkte und Dienste? 

- Inwieweit kann Swisscom Mobile entscheiden welche Contents auf das Portal 

kommen?  

- Hat Vodafone live in der Schweiz die gleiche Strategie wie anderswo? 
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- Sind Vorgaben schriftlich festgehalten worden? 

 

Welche Probleme sind in Deiner Abteilung bis jetzt bei der Zusammenarbeit mit Vodafone 

aufgetreten? 

- Kommunikation 

- Informationsaustausch 

- Abhängigkeit von Vodafone 

- Technische Know How-Austausch 

 

Wie sind diese Probleme gelöst worden? 

 

Welche Gründe führen Deiner Meinung nach dazu, dass die Zusammenarbeit gut funktioniert? 

 

Wie viele Leute in Deinem Team haben Kontakt mit Vodafone? 

- Persönliche Meetings? 

 

English: 

What are your main tasks? 

 

In what areas does your department work with Vodafone? 

 

How would you describe the present product cooperation of your department with Vodafone? 

 

What advantages and disadvantages does the cooperation with Vodafone have concerning your 

products and services? 

- To what extent can Swisscom Mobile decide which content services to offer on 

the portal? 

- Is the strategy for Vodafone live! in Switzerland as everywhere else? 

- Are guidelines regulated in writing? 

 

What problems has your department had in the cooperation with Vodafone? 

- Communication? 

- Exchange of information? 
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- Dependency on Vodafone? 

- Exchange of technical know-how? 

 

How were these problems solved? 

 

In Your opinion, what has contributed to the fact that the cooperation is working well? 

 

How many people in your department have contact with Vodafone? 

- Personal contact 

 

 

Xavier Weibel – IT Architect 

 

English: 

What are your main tasks? 

 

In what areas does your department work with Vodafone? 

 

Where and how does Vodafone influence the work in your department? 

- Do you take Vodafone’s strategy into consideration when formulating the 

strategy of Swisscom Mobile? 

 

What advantages and disadvantages does the cooperation with Vodafone have in the area of 

Technical Operations? 

 

What problems has your department had in the cooperation with Vodafone? 

- Finding the right contact person? 

- Communication? 

- Exchange of information? 

- Dependency on Vodafone? 

- Exchange of technical know-how 

 

How were these problems solved? 



APPENDIX 1 
 

Interview Guides, German and English 

 

 

In your opinion, what has contributed to the fact that the cooperation is working well? 

 

How many people in your department have contact with Vodafone?
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German:  Partnerschaft Swisscom Mobile – Vodafone 

Wir, Sofie Ekman und Rita Razifar, führen im Rahmen unserer Master Thesis an Linköpings Universität, 

Schweden, eine Studie zur Partnerschaft zwischen Swisscom Mobile und Vodafone durch.  Ziel ist es 

Erfolgsfaktoren zu identifizieren, dank denen Swisscom Mobile ihre Partnerschaftsziele mit Vodafone 

erreichen kann. Da Deine Abteilung eine enge Zusammenarbeit mit Vodafone führt, würden wir Deine 

Teilnahme schätzen.  

1. Abteilung  

  Product Marketing   Technical Operations   Segment Management 

 

2. Wie lange arbeitest Du schon in der jetzigen Position? 

  -1      1-2      2-3      3-   

 

3. Wie funktioniert, Deiner Meinung nach, die Zusammenarbeit mit Vodafone?  

  Sehr schlecht   Schlecht   Genügend   Gut    Sehr gut  

 

4. Wie häufig hast Du in Deiner Arbeit Kontakt mit Personen bei Vodafone? 

a) Persönlicher Kontakt   Täglich   Wöchentlich  Monatlich Jährlich 

(Meetings) 

b) Telefonischer Kontakt   Täglich   Wöchentlich   Monatlich   Jährlich 

c) Schriftlicher Kontakt   Täglich   Wöchentlich Monatlich Jährlich 

 (E-Mail) 

Kontakt Stimmt Stimmt   Stimmt  Weiss  

     nicht  teilweise    nicht 
5. Es ist einfach, die richtige Kontaktperson bei     

Vodafone zu finden. 

6. Ich bekomme oft eine neue Kontaktperson bei     

Vodafone. 

7. Mir ist es gelungen, eine enge Beziehung mit     

meiner/en Kontaktperson/en aufzubauen. 

8. Ich kenne meine Kontaktperson/en nur beruflich.        

Vertrauen Stimmt Stimmt  Stimmt Weiss 

nicht  teilweise    nicht 
9. Für wichtige Vereinbarungen hole ich eine                  

schriftliche Bestätigung ein.  

10. Ich vertraue meiner/n Kontaktperson/en.         
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11. Ich habe das Vertrauen meiner       

Kontaktperson/en gewonnen 

Informationsaustausch Stimmt Stimmt Stimmt Weiss 

nicht  teilweise    nicht 
12. Ich bin mit dem Informationsaustausch zufrieden.     

13. Ich bekomme ausreichende Informationen.      

14. Ich bekomme relevante Informationen.      

15. Ich bekomme die Informationen unbefragt.     

16. Die Informationen die ich von Vodafone brauche,     

bekomme ich immer rechtzeitig.  

17. Der Informationsaustausch umfasst auch     

vertrauliche Dokumente. 

Erfahrungsaustausch Stimmt Stimmt  Stimmt Weiss 

nicht  teilweise   nicht 
18. Ich kann die Erfahrungen meiner Kontakt-     

person/en nutzen, um meine Arbeit besser auszuführen. 

19. Nach einem gemeinsamen Projekt wird die     

Zusammenarbeit evaluiert. 

Einfluss Stimmt Stimmt  Stimmt Weiss    

nicht  teilweise  nicht 
20. Meine Argumente werden bei Beschlüssen     

der Vodafone Gruppe berücksichtigt.   

21. Damit meine Ideen bei Meetings mit Vodafone     

angenommen werden muss ich sehr hartnäckig sein.  

22. Vodafone übt grossen Einfluss auf Swisscom     

Mobile aus. 

Intern  Stimmt Stimmt Stimmt Weiss    

nicht  teilweise   nicht 

23. Ich weiss wohin ich mich wenden muss, um     

Informationen über die Partnerschaft zu bekommen. 

24. Meine Vorgesetzten engagieren sich in der     

Zusammenarbeit mit Vodafone. 

 

25. Zusätzliche Kommentare:      

 

Vielen Dank für Deine Teilnahme! 
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English: Partnership Swisscom Mobile – Vodafone 

We, Sofie Ekman and Rita Razifar, are conducting a study about the partnership between Swisscom Mobile 

and Vodafone in connection to our Master’s Thesis at University of Linköping, Sweden. The goal is to identify 

success factors that contribute to the achievement of the partnership goals of Swisscom Mobile. Since your 

department has a close cooperation with Vodafone, we would appreciate your participation. 

1. Department 

  Product Marketing   Technical Operations    Segment Marketing 

 

2. How long have you been working in your current position? 

  -1      1-2      2-3      3-   

 

3. In your opinion, how does the cooperation with Vodafone work?  

  Very badly   Badly   Satisfactory   Well    Very well  

 

4. How oft are you in contact with people at Vodafone? 

a) Personal contact   Daily   Weekly   Monthly  Annually 

    (meetings) 

b) Telephone contact   Daily   Weekly   Monthly   Annually   

c) Written contact (e-mail)   Daily   Weekly   Monthly  Annually   

  

Contact Not true Partly true   True    I don’t know   

5. It is easy to find the right contact person at      

Vodafone. 

6. I am often appointed a new contact person at      

Vodafone. 

7. I have succeeded in creating a close relationship     

with my contact person/s. 

8. I only know my contact person/s professionally.        

Trust Not true Partly true    True    I don’t know   

9. For important agreements I always demand a                   

written confirmation.  

10. I trust my contact person/s.          

11. I have won the trust of my contact person/s       
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Information exchange Not true  Partly true  True   I don’t know  

12. I am satisfied with the information exchange.     

13. I receive enough information.      

14. I receive relevant information.      

15. I receive the information without having to ask      

for it. 

16. The information that I need from Vodafone is     

always timely.  

17. The exchange of information also includes      

sensitive documents. 

Exchange of Experiences Not true Partly true   True   I don’t know  

18. I can use the experiences of my contact     

person/s to perform my own work better.  

19. After a joint project, the cooperation is evaluated.     

Influence  Not true Partly true   True    I don’t know  

20. My arguments are taken into consideration for      

decisions of the Vodafone Group.   

21. I have to be very stubborn for my ideas to be      

accepted at meetings with Vodafone.  

22. Vodafone exercises large influence on     

Swisscom Mobile. 

Internal  Not true Partly true   True    I don’t know  

23. I know where to turn in order to receive      

information about the partnership. 

24. My superiors are committed to the cooperation     

with Vodafone. 

 

25. Additional comments:      

 

 

Thank you for your participation!
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The Vodafone Group, including partner networks 

 

 

 

 

 

Source: http://www.vodafone.de (07.01.05) 

 

 

 

 


