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Abstract 

Innovators lacking a well-developed business model will fail to either deliver, or capture, value 

from their innovations (Teece, 2010). Today’s virtual world is rapidly expanding and the Internet 

has enabled new ways of conducting business by facilitating electronic commerce (e-commerce) 

between business and consumer. Actors in the grocery industry have therefore changed their 

business models by developing new Internet grocery solutions 

 

Contributions to business model literature have increased significantly in recent years, but the 

majority have had a rather static view of the business model innovation process, disregarding 

that business model innovation is subject to change and should therefore be treated as a dynamic 

concept. Little efforts have been invested in describing the actual process by which business 

model innovations have been achieved.  

 

This study contributes to business model literature by exploring the process of business model 

innovation in three descriptive cases in two different organizational contexts in the Internet 

grocery industry in Sweden.  

 

With the 4I-framework by Frankenberger et al. (2013) as a foundation and the four dimensions 

of a business model (Who, What, How and Why) as a lens to perceive the business model the 

main findings of study is that as the dynamics of business model innovation in these two 

organizational context differs from each other, they are also different from how the 4I-

framework describes the business model innovation process. 
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1 INTRODUCTION 

The area of research is presented through a short historical overview, followed by a problem 

discussion, purpose and research question. 

1.1 Background 
Business models matter (Chesbrough, 2007); nowadays, innovators lacking a well-developed 

business model will fail to either deliver, or capture, value from their innovations (Teece, 2010). 

New technologies and developments in the global economy have forced companies to be more 

customer-centric and re-evaluate the value propositions they present to customers (Teece, 2010). 

Moreover, shortening product lives means that great technologies can no longer be relied upon to 

generate a satisfying profit before they become commoditized (Chesbrough, 2007): “A mediocre 

technology pursued within a great business model may be more valuable that a great technology 

exploited via a mediocre business model (Chesbrough, 2010). Nowadays, the Business Model 

forms a distinct feature in multiple research streams (Frankenberger, Weiblen, Csik & Gassmann, 

2013), and one idea that has come to permeate research is that the business model itself 

represents a new subject of innovation (Zott, Amit & Massa 2011). Business model innovation is 

a powerful tool for a firm to achieve superior performance and a desirable goal (Frankenberger, 

Weiblen, Csik & Gassmann, 2013).  

In this era of globalization the virtual world is expanding at increased rates and the Internet has 

enabled a new way of conducting business by facilitating electronic commerce (e-commerce) 

between business entities and consumers (Johnson & Jönson, 2006; Ngai & Gunasekaran, 2007; 

Svensk Handel, 2010; Teece, 2010). Nowadays, digitization is changing customer expectations 

(McKinsey, 2014a) and - as the cost as well as the time to deliver high-end IT solutions is 

reducing - digital is fundamentally shifting the competitive landscape, blurring the lines between 

sectors and allowing new entrants with scarce resources to come from unexpected places 

(McKinsey, 2014b; Handelns Utvecklingsråd, 2014). According to McKinsey director Paul 

Willmott (McKinsey, 2014b), incumbent companies face critical decisions when it comes to 

addressing digitization. 

The grocery industry has been a subject of change ever since the advent of the Internet (Burke, 

1997; Schuster & Sporn, 1998; Småros, Holmström & Kämäräinen, 2000; Punakivi & Saranen, 

2001; Kurina & Chien, 2003) and supermarkets have had an online presence since 1997 when 

Tesco became the first large multiple grocer to launch a transactional website in the UK 

(Keynote, 2013). Thenceforth, improvement in Internet connectivity and the uptake of broadband 

Internet have entailed that supermarket websites and e-commerce strategies have become much 

more sophisticated, particularly during the last decade (Keynote, 2013). In 2007, the UK was 

considered to have one of the world’s most developed Internet grocery industries with online 

grocery sales accounting for 1.6 percent of total UK grocery sales (Keynote, 2007). From 2007 

to 2011, online grocery sales increased by 127 percent and constituted 3.9 percent of total UK 
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grocery sales (Keynote, 2013). However, as the UK is ahead the rest of EU is lagging behind; but 

as McKinsey (2013) argues in their rapport on The future of online grocery in Europe, online 

grocery is at a tipping point and a latent demand exist that European retailers have yet to exploit 

with sufficiently developed value propositions. 

In Sweden, e-commerce in general has been growing annually and in 2010 the Internet grocery 

industry turnover was about 1-1,5 billion SEK; in 2011, it was 1,5-2 billion SEK; and in 2012, 

the turnover was about 1,9-2,6 billion SEK, which represents about 6-8 percent of total e-

commerce and almost 1 percent of total grocery sales (Svensk handel, 2012; 2013). Furthermore, 

the consumer interest is increasing: in 2009, 8 percent of consumers had bought groceries online; 

in 2012, it was 12 percent; and in 2013, 17 percent of consumers stated that they had bought 

groceries online, according to a report by the Swedish e-commerce organization Svensk 

Distanshandel in 2013 (Svensk handel, 2013). And the future looks promising as about 20 

percent of Swedish consumers believe they will be buying groceries online by the year 2014 

(Svensk handel, 2013).  

Nowadays, the dominating service variant in the Internet grocery industry in Sweden is pre-

packed grocery bags with related recipes (Svensk handel, 2013), which henceforth will be 

referred to as the “e-grocery bag”. Actors in the e-grocery bag industry fall under two categories: 

(1) the rare brick-and-mortar (B&M) companies which own a physical channel (i.e. a physical 

store) and have an online channel to reach customers, and (2) the more prevalent online players 

which only have an online channel to reach customers. The first online player to enter the e-

grocery bag business was Middagsfrid AB in 2007 (Middagsfrid, 2015), in 2011 the B&M 

franchisor ICA AB joined the e-grocery bag industry, and today some 50 e-grocery bag actors are 

active in the industry, such as Coop online, City Gross, Tasteline, Ecoviva, and Gastrofy 

(Matkasseguiden, Allabolag, 2015). The latter, Gastrofy, entered the industry just recently (2013) 

with a novel way of doing business (Gastrofy, 2015). 

This is a turbulent industry that is emerging around a novel service which offer opportunities to 

novel players and forces traditional companies to adapt. Furthermore, as argued by Teece (2010), 

whenever a business enterprise is established, it either explicitly or implicitly employs a 

particular business model that describes the design or architecture of the value creation, delivery, 

and capture mechanisms it employs. Consequently, this context is a promising setting to explore 

the dynamics of business models and how business model innovations are achieved. 

Business model innovation is defined in this study as a novel way to create and/or capture value 

by changing one or several of the components in the business model (Amit and Zott, 2001; 

Chesbrough, 2010; Teece, 2010) as perceived along the four dimensions of the Business Model: 

the Who, the What, the How, and the Why (Frankenberger, Weiblen, Csik & Gassmann, 2013). 

1.2 Problem discussion 
Contributions in the field of business models have increased significantly over the last years 

(Zott, Amit, & Massa, 2011); however, the majority of research has taken a rather static view on 
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the business model (e.g., Amit & Zott, 2001; Chesbrough & Rosenbloom, 2002; Morris, 

Schindehutte, & Allen, 2005), disregarding that business models are subject to change, and thus 

need to be approached as a dynamic concept (Demil & Lecocq, 2010; McGrath, 2010; Teece, 

2010). Moreover, articles concerning business model innovation tend to focus more on widely 

diverse aspects such as barriers that obstruct companies to tackle the challenge of business model 

innovation (Chesbrough, 2010), risks underlying the realization phase of novel business models 

(Girotra & Netessine, 2011), or the application of a discovery-driven approach to business model 

innovation to deduct emergent learnings (McGrath, 2010), and less on the actual process by 

which business model innovations are created. Consequently, the question as to how business 

model innovations are achieved is widely neglected (Frankenberger, Weiblen, Csik & Gassmann, 

2013).  

1.3 Purpose and research question 
The aim of this study is to contribute to the understanding of business model dynamics by 

exploring in three descriptive cases the actual process by which business model innovations have 

unfolded around a new type of e-commerce service in two different organizational contexts. 

To guide our perception of the Business Model we will use the four dimensions of a business 

model (Who, What, How, and Why) and to systematically clarify the innovation process in four 

phases we will use the 4I-framework of business model innovation by Frankenberger, Weiblen, 

Csik & Gassmann (2013). However, as the 4I framework was created due to insight collected 

from cases in the organizational context of large established multinationals we hereby explore 

the applicability of this framework in two distinct organizational contexts: (1) a large 

multinational franchise (B&M) and (2) two small firms (online players) of varying novelty, one 

created in 2007 which recently expanded to be multinational by establishing subsidiaries in 

Belgium and Germany, and one brand new (created in 2013) with a novel way of doing business.   

Research question (RQ): How does business model innovation unfold around an emerging e-

grocery service in two different organizational contexts in Sweden? 

To further clarify, the purpose of our study is twofold:  

(1) Describe how business model innovation have unfolded around a new service in different 

organizational contexts. 

(2) Explore the dynamics in business model innovation. 

This study contributes to business model literature by describing cases of business model 

innovation and exploring the dynamics of business model innovation in two organizational 

contexts. It builds on the previous contribution by Frankenberger et al. (2013) as the 4I-

framework is used and applied to the organizational contexts of one large franchisor and two 

small online firms. Furthermore, this study acts as a stepping stone for managers to better master 
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their business model innovation endeavors in large established multinational franchises and 

online start-ups in the e-commerce industry. 
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2 LITERATURE REVIEW AND THEORETICAL FRAMEWORK 

This section will explain theories relevant to the issue at hand and act as our guide. 

2.1  Processes 
There are numerous views of what a process is and in order to understand what we mean when 

we talk about processes we need a definition. Van De Ven (1992) has three suggestions of 

process definitions: (1) a logic explaining the relationship between dependent and independent 

variables, (2) a category of variables or concepts that refers to actions of individuals or 

organizations, and (3) a sequence of events that describes how things alter over time (Van De 

Ven, 1992).  

The first definition is an input-process-output model. It uses process logic to explain the 

relationship between inputs (independent variables) and output (dependable variables). In this 

model, the process is not directly observed. Instead, it is used to explain how an independent 

variables (input) influence on a dependent variable (output). An example could be an explanation 

of the increase in organization size increases structural differentiation (Van De Ven, 1992). 

The most frequently used model is the second, where processes are a category of concepts (Van 

De Ven, 1992). These concepts are individual and organizational actions, such as workflows, 

communication frequency, decision-making techniques, strategy formulation, implementation 

and corporate venturing. In this model the processes refer to categories of concepts that are 

distinguished from other categories, such as structure, performance and organizational 

environment. These process concepts are measured as fixed variables along a numerical scale, 

from low to high. An example could be how strategy planning processes such as scanning and 

analyzing implies that a sequence of activities or events helps decision making. This model can 

only measure if a change occurred in a variable measured at different points in time, not how the 

change occurred. To be able to understand how a change occurred, a narrated story of how the 

sequenced events unfold must be provided (Van De Ven, 1992).  

The last and least understood meaning of processes is a describing story of a sequence of events 

or activities which describes things change over time. This represents an underlying pattern of 

cognitive transitions by an entity dealing with an issue. This model takes an historical 

perspective of the development and focuses on the sequences of activities, incidents and stages 

that happen during a subject’s existence (Van De Ven, 1992). 

2.2  Business Models 
Developments in the global economy have challenged the traditional relationship between 

customer and supplier; communications and computing technology have improved, and more 

open trading regimes have been established, which, in turn, have entailed more choices for 

customers and allowed more diversified customer needs to find expression. Consequently, 

businesses have been forced to adopt a more customer-centric position and re-evaluate the value 
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propositions they present to customers (Teece, 2010). The supply driven logic of the industrial 

age is no longer viable in many sectors; a well-developed business model is needed to capture, or 

to deliver, value from innovations (Teece, 2010).   

The Business Model concept have attained great interest in recent years, it became particularly 

prevalent with the introduction of the internet in the mid-90s – although, business models have 

been intrinsic to trade and economic behavior since pre-classical times (Teece, 2010) – and has 

gained momentum ever since (Zott, Amit & Massa, 2011). It has raised significant attention from 

both practitioners and scholars and nowadays forms a distinct feature in multiple research 

streams (Frankenberger, Weiblen, Csik & Gassmann, 2013). Since 1995, there have been at least 

1 177 articles published in peer-reviewed journals which addresses the notion of a business 

model (Zott, Amit and Massa, 2011). To put this number in relation; Ghaziani & Vantresca 

(2005) researched the use of the term business model in general management articles from 1975 

to 2000, and found 1 729 publications. Of these, only 166 were published in the period 1975 – 

1994.  

Scholars have different views on what a business model is and perceptions are dispersed; some 

argue that the field lacks conceptual consolidation and definitional clarity, which, given the 

recent overall surge in the literature, may obstruct the progress of cumulative research (Zott, 

Amit and Massa, 2011). A business model have been referred to as a statement (Stewart & Zhao, 

2000), a description (Applegate, 2000; Weill & Vitale, 2001), a representation (Morris, 

Schindehutte & Allen, 2005), an architecture (Dubosson-Torbay, Osterwalder & Pigneur, 2002; 

Timmers, 1998), a conceptual tool or model (George & Bock, 2009; Osterwalder, 2004), a 

structural template (Amit & Zott, 2001), a method (Afuah & Tucci, 2001), a framework (Afuah, 

2004), a pattern (Brousseau & Penard, 2006), and a set (Seelos and Mair, 2007).   

However, in general, the business model can be defined as a unit of observation which describes 

the business of a firm. The business model is often depicted as an overarching concept that 

considers the various components a business is constituted of and brings them together in a 

holistic manner (Amit & Zott, 2001; Chesbrough & Rosenbloom, 2002; Demil & Lecocq, 2010; 

Johnson, Christensen, & Kagermann, 2008; McGrath, 2010; Morris, Schindehutte, & Allen, 

2005; Osterwalder & Pigneur, 2010). To offer further clarification: Magretta (2002) formulated it 

in a concise manner: "Business models describe, as a system, how the pieces of a business fit 

together.” 

To fit the purpose of this study the business model is conceptualized along four central 

dimensions - the Who, the What, the How, and the Why – and is used as a unit of observation. 

This four dimensional conceptualization is borrowed from the work of Frankenberger, Weiblen, 

Csik & Gassmann (2013), offering a process oriented integrative framework of business model 

innovation. The reduction on four dimensions makes it easy to observe and communicate 

holistically; however, still exhaustive enough to provide a clear depiction of the business model 

architecture.   



       

7 

 

Who: The first dimension concerns the correct customer. All business models serves a certain 

customer (Chesbrough and Rosenbloom, 2002; Teece, 2010). Therefore, the question, Who, 

should give an answer to who the customer is. To fail to realize in which market the firm finds its 

customers is linked to venture failure; The definition of the target customer is a central 

dimension of a new business model.  

What: The second dimension concerns what is offered to the customer, or more accurately, what 

the customer value is. Chesbrough and Rosenbloom (2002) refer to this as value proposition. It 

can be defined as the firm’s bundle of products and services that are of value for the customer.  

How: Several processes are needed in order to build and distribute the value proposition. These 

processes and activities, together with the involved resources, capabilities and the firm´s value 

chain are the third dimension of the firm’s business model (Chesbrough and Rosenbloom, 2002) 

Why: In the fourth dimension, the feasibility of the business model is explained and is thus 

related to the revenue model. It combines aspects such as cost structure and revenue stream and 

points at the fundamental question of every firm: how to make money in the business.  

The excellence of a business model is that it provides us with a holistic view of how the 

combined factors located both inside and outside the firm are related (Teece, 2010; Zott, Amit, 

and Massa, 2011). This is seen as an explanation of how the focal firm is embedded in, and 

transacts with, its surrounding ecosystem (Teece, 2010; Zott and Amit, 2008, 2009). The most 

common task linked to the business model is to explain how the firm creates and captures value 

for itself and its stakeholders, inside before mentioned ecosystem.  

When thinking about the large scope that falls under the term business model, one sees that in the 

real world, a business model is something complex system full of interdependencies and side 

effects. Therefore, to change or innovate the business model is a vast and challenging mission, 

that quickly can become a more complex undertaking than to innovate an isolated product or 

process.  

There have been recent attempts to overview the scholastic literature on business models. Zott, 

Amit & Massa (2011) reviewed 103 articles (narrowed down from an initial sample of 1 253) in 

a broad and multifaceted review, whereas the authors identified emerging common themes 

among scholars and examined the business model concept through multiple subject-matter 

lenses. Their study revealed that the business model has been employed mainly in trying to 

explain three phenomena: (1) e-business and the use of information technology in organizations, 

(2) strategic issues (such as value creation, competitive advantage, and firm performance), and 

(3) innovation and technology management. In the latter, two complementary ideas characterize 

the research - (a) that companies commercialize innovative ideas and technologies through their 

business models, and (b) that the business model itself represents a new subject of innovation.  
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When thinking about the large scope that falls under the term business model, one sees that in the 

real world a business model is a complex system full of interdependencies and side effects. 

Therefore, to change or innovate the business model is a vast and challenging mission, that 

quickly can become a more complex undertaking than to innovate an isolated product or process. 

2.3  Business Model Innovation 
As stated, Business Model Innovation is defined in this study as a novel way to create and/or 

capture value by changing one or several of the components in the business model (Amit and 

Zott, 2001; Chesbrough, 2010; Teece, 2010) as perceived along the four dimensions of the 

Business Model: the Who, the What, the How, and the Why (Frankenberger, Weiblen, Csik & 

Gassmann, 2013). 

Innovations of business models have reshaped entire industries; e.g., Walmart and Target entered 

the market with pioneering business models and now account for 75% of the total valuation of 

the retail sector, and Apple’s iPod/iTunes combination in 2003 that catapulted Apple’s market 

capitalization from around $1 billion in early 2003 to over $150 billion by late 2007 (Johnson, 

Christensen & Kagermann, 2008). Furthermore, Southwest Airlines, Xerox, and IBM are known 

examples of incumbent firms which have successfully innovated their business models; their 

renewed success cannot be explained by the mere introduction of new products or services alone, 

but rather by their novel way of doing business as a whole: they developed innovative business 

models that set them apart from other firms to create additional value for their customers and 

partners. Business model innovation as such is a powerful tool for a firm to achieve superior 

performance and a desirable goal (Frankenberger, Weiblen, Csik & Gassmann, 2013). However, 

a business model is not a simple “recipe for change” (George & Bock, 2011); the Business 

Model cannot simply lead a firm to sustained competitive advantage, but merely contribute as a 

conceptual tool. 

Recent studies which address the notion of Business Model Innovation have been made 

(Mitchell & Coles. 2003; Johnson, Christensen & Kagermann, 2008; Chesbrough, 2007, 2010; 

Gambardella & McGahan, 2010; Teece, 2010; Amit & Zott, 2012) and scholars agree that it’s 

important to be able to innovate one’s business model in order to achieve competitive advantage 

(Chesbrough and Rosenbloom, 2002; Mitchell and Coles, 2003; Chesbrough, 2007; Comes and 

Berniker, 2008; Venkatraman and Henderson, 2008; Baden-Fuller and Morgan, 2010; McGrath, 

2010; Teece, 2010). Nevertheless, as the importance of business model innovation is 

unanimously emphasized, the question as to how it is achieved is widely neglected 

(Frankenberger, Weiblen, Csik & Gassmann, 2013). Several authors on the topic emphasize the 

importance of experimentation to business model innovation and design (Chesbrough, 2010; 

Teece, 2010), it would seem that authors recognize the importance of emergent learnings that 

cannot be found unless the business model is tested and experimented with. Chesbrough (2010) 

advocates one method in particular that he argues to be suitable for business model 

experimentation which is referred to as Discovery-driven planning (McGrath & Macmillan, 

1995): “The method has the important ability to model unknown assumptions so that they can be 
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directly tested, and to clarify the required results of experiments to arrive at an economically 

attractive business model.”  McGrath (2010) applied this concept to business models in her 2010 

publication in Long Range Planning, whereas she emphasize a discovery-driven rather than 

analytical approach to business model innovation, and that experimentation is key as firms that 

develop superior capabilities at experimentation consequently can build better models more 

quickly than competitors. Furthermore, McGrath (2010) emphasize the human dimension as 

managers need to be encouraged to question the viability of their business models.  

Nevertheless, little effort is focused on explaining the actual process by which business models 

are innovated. As many novel business models emerge in a gradual way, as an accumulation of 

several changes in a set direction - often induced by the uncovering of new information - that 

evidently generates an outcome, we argue that business model innovation can be considered to 

be a process, according to the suggestions of process definitions by Van De Ven (1992). 

Consequently, a process perspective of descriptive cases in a turbulent industry around a novel 

service is the chosen setting to answer the question of how business model innovation is 

achieved. 

The 4I-framework of Business Model Innovation by Frankenberger, Weiblen, Csik & Gassmann 

(2013) will be used to perceive and clarify the process in four phases. Frankenberger et al. (2013) 

argues that business model innovation can be structured along four phases - Initiation, Ideation, 

Integration, and Implementation - and, furthermore, that the process along these phases is both 

iterative and to some extent linear. However, as the second part of the purpose of this study is to 

explore the dynamics in business model innovation we do not want our perception of the process 

to be subject to preconception, and as this framework of the process, to some extent, can be 

considered linear and sequential, comprised of four static phases (although the authors argue 

iterations between phases do occur), complications could occur in our perception of the 

dynamics in the process as a tendency to just let the pieces fall into their designated places could 

manifest itself. When in reality the process may be far more chaotic and span across a 

continuum, and emerge as an accumulation of fast-paced decisions made in contingent situations, 

rather than go through four separate phases. Nevertheless, if the findings of the processes in the 

cases do not span across all of the four phases and perhaps not in a linear nor iterative manner 

but, for instance, as a simultaneous process with activities in phases continuously moving back 

and forward in parallel, we could argue that business model innovation is a process that is far too 

complex and chaotic to be perceived by merely four iterative and, to some extent, linear 

phases.    

The 4I-framework is designed with insight gathered from generic innovation process literature 

that is argued to be relevant for - and feasibly transitioned and applied to - the business model 

innovation process, and consists of four phases. The first three phases are summarized into a 

meta-phase called ‘design’, as they focus on the business model development with respect to 

content; the implementation phase focus on the commercialization of the content and is referred 
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to as the ‘realization’ of the novel business model. The four phases of the framework are 

described below. 

The Initiation phase is described as the innovating firm’s activities that focus on the 

understanding and monitoring of the surrounding ecosystem (i.e. the system of players such as 

customers, suppliers, competitors, universities, or governments that influences the operations of 

the focal firm) and is characterized by the challenge to discover and react upon triggers from two 

external sources: (1) other players in the ecosystem, and (2) from change drivers that induce 

change in the ecosystem such as technology changes (e.g. digitization) and regulatory changes. 

The Ideation phase focus on the generation of ideas for potential new business models and is 

described as the activities concerned with the transformation of opportunities that are identified 

in the initiation phase into concrete ideas for new business models. This phase is argued to be 

characterized by three key challenges: (1) to overcome the current business logic and to think 

out-of-the-box, (2) to focus on business model thinking as managers are used to think solely in 

new product developments when trying to solve a problem, and (3) to develop tools for the 

creation of business model ideas as the tools at hand are designed for new product ideas. 

The Integration phase is typical in generic innovation processes and is argued to also play a role 

for business model innovation. This phase is described as the activities that focus on the 

development of a new business model based on promising ideas identified in the ideation phase. 

The identified ideas need to be transformed into a complete and viable business model. Viewed 

through the lens of the four dimensions of the Business Model, the Who and/or the What 

component(s) are argued to be determined during the ideation phase of the novel business model, 

whereas the How (value chain architecture) and Why (revenue model) are added during the 

integration phase. In other words, marketing-driven product/market combination perspectives are 

argued to prevail in ideation. The first challenge of the integration phase is to integrate all 

dimensions of a new business model in order to come up with a successful holistic solution, as 

changing one piece of the business is easy while aligning the rest is complicated. The second 

challenge within this phase refers to management and inclusion of partners during the design and 

commercialization phase. As the novel business model needs to be aligned and integrated with 

the partners’ business models complexity may arise, and the new model can only work if all 

involved stakeholders support it and adjust their own business models accordingly. 

Finally, the Implementation phase is described as the realization of the new business model. It 

is the last phase of the generic innovation process and argued to be a crucial point in time for 

business model innovations as well, but not the last. Regarding business models, this phase is 

argued to differ from the generic innovation process: “Once fully designed and integrated, the 

new business model can be implemented … In contrast to product innovation, where early 

prototypes can be shared and evaluated with customers during their development, a new business 

model often needs to be fully implemented before it can be tested in reality.” (Frankenberger et 

al., 2013). As stated above, it is argued that the business model needs to be fully implemented to 
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be tested in reality, and, in contrast to product innovation, it cannot be the subject of early 

prototyping and/or shared and evaluated towards customers during development. Furthermore, 

this phase is argued to be characterized by huge investments to be made and risks to be taken by 

the focal firm. The first challenge within this phase is management of internal resistance as the 

new change might not be well received, as people may be afraid of the new situation and/or do 

not see a reason to change since they perceive the old business model to be working well. The 

second challenge is that successful implementation is argued to demand a step-by-step cautious 

strategy by taking small steps toward the realization of the business model, with elements such as 

test pilots or market experimentations. “Big bang” approaches are rarely used and 

experimentation, trail-and-error, and pilots are argued to be employed by firms to mitigate risk 

during implementation. The most critical challenge is argued to be to ensure that learnings from 

these actions are used to adjust the business model if required. 

Figure 1. The 4I-framework. 

 

  

 

 

 

 

 

   

 

 

 

The 4I-framework is argued to have three major iterative loops built into it: (1) The first one 

refers to the alignment between the continuously changing ecosystem and the generated ideas for 

the business model innovation as to ensure the external fit of the new business model; (2) The 

second emphasizes the alignment between the generated ideas and components of the business 

model as well as the alignment of the business model dimensions themselves, referred to as 

“internal fit”; (3) The third iterative loop is argued to be crucial for the development of a 

business model that can be successfully implemented and stresses the alignment between the 
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design meta-phase as a whole and the realization phase. As experiences made during realization 

can require adjustments of the business model as the planned design may not work in reality, 

and, furthermore, as all factors can change over time, Frankenberger et al. (2013) argues it to be 

important to review the existence of fits or misfits between the single phases of the framework 

regularly. 

The 4I-framework acts as a foundation to build on with insights generated from analyzing our 

cases and the four dimensions of the Business Model, the Who, the What, the How, and the Why 

will guide of perception of the Business Model in order to uncover changes to it. 
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3 METHODOLOGY 

The methodology section will cover the topics of selected research approach, data collection, the 

selected methods and how the data was analyzed. Moreover the method section will explain why 

these approaches, methods and way of data collection have been selected. 

3.1 Research approach 
The research approach of this study will be a qualitative research conducted with three cases 

comprising three different companies, four interviews with franchisees, one with an in-store 

manager for ICA’S Matkasse and one with the Operations Manager for ICA’s e-grocery bag 

project team, within the ICA group and two interviews with two new small-sized firms. The 

cases encompasses management of the project by ICA as well as the implementation of ICA’s e-

grocery bag in five stores around Sweden, the company Middagsfrid who was the first to offer an 

online grocery bag in Sweden and Gastrofy, a totally new concept of ordering food online.  

We chose qualitative research in order to get a deeper understanding of the process on business 

model innovation. Researchers adopting the qualitative research method are interested in gaining 

a richer and more complex understanding of the respondents’ knowledge and experiences 

surrounding the area of research they are researching. While collecting the empirical data, the 

researchers seek develops theories and look for patterns confirming the theory. In comparison to 

a quantitative research method, the qualitative research enables a greater flexibility in collecting 

data (Alzheimer Europe, 2009). 

3.2 Case study 
The three cases comprise the launch of online grocery bags, a new service in the e-shopping 

sector. We have chosen to divide our research into three cases, whereas one is of the 

implementation of ICA’s Matkasse, one is the case of the first online grocery bag from the 

company Middagsfrid and the last is from a newly started company which sells online grocery 

bags in entirely new way. We have conducted interviews with ICA franchisees, operations 

managers and business owners. We prefer people in these positions since they have been 

involved in the business model process. 

3.3 Literary Sources 
In the initial phase of the thesis databases were used in order to get an understanding of the 

existing body of research on the topic and to identify potential information gaps. Databases such 

as Harvard business review, Google Scholar, DIVA, ISI Web of Science, and Halmstad university 

library for ordering of articles that was not available online, was used to collect relevant articles 

of the subject. The abstract of found articles were read to see if the article were relevant for our 

research.  
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To navigate databases a set of keywords were used which has relation to the chosen research 

topic. Keywords: Business model, Business model AND innovation, Business model AND 

learning, Business model AND experimenting, and lastly Business model AND prototyping.  

The second step was to identify the pioneers within the field; by looking at the recurring names 

of heavily cited authors. The articles were then sorted and at first just loosely read to see if it was 

of use, if an article proved to be helpful it was evaluated in depth. 

3.4 Data Collection 
The main data source in this thesis is primary and secondary data collected during the winter of 

2014 and the spring of 2015. The primary data has been gathered through eight telephone 

interviews. The interview guide consisted of open-end questions, and the respondent was 

encouraged of us to elaborate on their answers. A lead initial open approach was taken to get a 

positive flow going and then later lead or “steer” them into the focus on topics that were suitable 

and that could provide us with knowledge that was initially missing (Bryman and Bell 2007).   

All our interviews took between 25 minutes up to around 70 minutes. They were recorded and 

transcribed as fast as possible to ensure that our reflection was as fresh as possible. 

3.4.1 Interviews 

Our primary data is obtained through eight interviews over telephone. The interviews were 

conducted in a semi-structured manner to allow the authors to get an understanding and the 

possibility to read the respondents reaction. A lead initial open approach was taken to get a 

positive flow going and then later lead or “steer” them into the focus on topics that the authors 

felt suitable and that could provide them with knowledge that was initially missing (Bryman and 

Bell 2007).  

3.4.2 Secondary data 

Secondary data has been collected from the companies’ websites. In ICA’s case we have looked 

at every store’s specific homepage and the homepage of ICA. We have also collected information 

from newspaper articles. 

3.4.3 Interview Guide 

The interview guide as mentioned earlier build upon existing theory combined with information 

about the focal firm. The interview guide was sent beforehand to the addressed interviewees. 

3.4.4 Sample of interviewees 

Table 1. Interviewees. 
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Firm Case Interviewee Position 
Interview | 

Time 

ICA E-grocery bag Daniel ICA-Franchisee 
Telephone | 

70 min 

ICA E-grocery bag Owe ICA-Franchisee 
Telephone | 

45 min 

ICA E-grocery bag Patrick ICA-Franchisee 
Telephone | 

60 min 

ICA E-grocery bag Börje ICA-Franchisee 
Telephone | 

25 min 

ICA E-grocery bag Robert 
Manager for Market Online 

and ICA’s Matkasse in store 
Telephone | 

50 min 

ICA E-grocery bag Håkan 
Operations manager for ICA’s 

Matkasse at ICA 
Telephone | 

25 min 

Middagsfrid E-grocery bag Kicki CEO & Founder 
Telephone | 

50 min 

Gastrofy E-grocery bag Robin CEO & Founder 
Telephone | 

55 min 

3.5 Analyzing Data and Ensuring Validity 
Data analysis is often considered the most complex and least structured area of case studies 

(Eisenhardt K., 1989). We decided to use two types of analysis in order to thoroughly investigate 

the empirical data we gathered. We chose to firstly execute an in-depth within case analysis of all 

the cases and then we conducted a cross-case analysis between the cases in order to uncover 

cross-case patterns. In the within case analysis the evidence from all the eight interviews were 

analyzed separately, utilizing the 4-I framework as our base and the four dimensions of the 

business model as our guide. We searched for similarities and dissimilarities in comparison with 

the 4-I framework, which was the findings from the within case analysis. When we felt satisfied 

with our findings from the within case analysis we continued with the cross-case analysis.  

3.6 Methodology Discussion 
There are some strengthening aspects of case studies that could also lead to weaknesses. 

Extensive use of empirical evidence can lead to overly complex theory. With a typically 

staggering amount of data it is a strong temptation for researchers to over-build theories in order 

to be able to capture everything. The result of this is theory which is rich in detail, but lacks 

simplicity in overall perspective, and therefore becomes hard to understand. Another weakness is 
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that building theory from cases may result in narrow and idiosyncratic theory. The risks are that 

the theory describes a very idiosyncratic phenomenon or that the theorist is unable to raise the 

level of generality of the theory (Eisenhardt K., 1989). 

3.7 Research ethics 

Questions regarding the quality of the study may arise if preparing and executing the interview is 

not done in an appropriate fashion. Saunders et al. (2009) argues that a well prepared interview 

reduces bias, external impact and gains trust of the interviewee. When we conducted our 

interviews we strived to gain confidence from our interviewees. In our first phase we sent the 

interviewee an interview guide in order for them to prepare themselves on the open-end question 

that we would ask. In the beginning of the interview we started off with explaining the topic for 

the interviewee, how the data would be used and how the interview would be conducted, which 

is important according to Saunders et al. (2009). We also informed the interviewees that they 

could be as anonymous as they chose to be, before we uploaded our thesis to Diva.  

We chose to make a study with little anonymity in order to be as transparent as possible. Bryman 

and Bell (2011) writes that confidentiality reduces the risk of harming the interviewee, where 

harm means damage through lower self-esteem or risks for future employment. But since we 

have not discussed anything that could be harmful for either the company or the employee, or in 

the most of our cases, the owner, we decided not to take that in consideration.  

We took these facts in consideration while we wrote our interview guide. The interview guide 

was based on the theoretical framework comprising the 4-I Framework. This meant that we had a 

wide knowledge in the subject and what we were exploring when we started doing interviews, 

and therefore we could gain the interviewees’ trust.  

After the interviews were done, they were transcribed and reviewed. Bryman and Bell (2011) 

argues that information gathered in an interview must be protected from being used in other 

studies not given consent to. Therefore, the transcriptions are not added in the thesis, only the 

reviewed data. 
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4 EMPIRICAL DATA 

The empirical data is presented case-by-case, starting with (1) the ICA e-grocery bag, followed 

by (2) Middagsfrid and (3) Gastrofy. ICA is a brick-and-mortar player, with physical stores and 

an online channel to reach customers, and Middagsfrid and Gastrofy are online players without 

physical stores.  Note that all quotes are translated from Swedish to English by the authors, and 

are not direct quotes. 

4.1 Case A: The ICA e-grocery bag 
This section is outlined as follows: at first, ICA and the ICA e-grocery bag is presented, followed 

by a narration of how the service was designed and tested before commercialization; secondly, 

the relationship between ICA and the ICA franchisees is described, followed by case-by-case 

narrations of how the service was realized by the franchisees at the local stores. 

4.1.1 ICA AB 

ICA AB is a corporate group who is active in Sweden, Norway, the Baltics and Asia, in multiple 

business sectors with divisions such as the ICA Bank and ICA real estate. With ICA Sweden, and 

a market share of 36% ICA is the leading actor in the Swedish grocery industry with over 1 300 

franchisees with stores all over the country (ICA.se, 2015). ICA has a range of different store 

types, as follows: 

 ICA Nära ("ICA Nearby") - A smaller type of store for easy, convenient shopping for 

daily retail needs. 

 ICA Supermarket - A medium size supermarket. Located close to where customers dwell 

and work. Carries a wide range of products. Often found in city centers.  

 ICA Kvantum - The Superstores built for large and planned purchase. Located outside 

city centers and offers large parking-lots. 

 MAXI ICA Stormarknad - The largest type of store in ICA’s range. They are 

hypermarkets with a full range of groceries and also fashion, homewares, entertainment 

and electrical devices. Maxi stores often feature a DIY-section, a gardening department 

and recently pharmacies.  

ICA is a brick-and-mortar player in the Internet grocery industry, with physical stores and an 

online channel to reach customers. In 2011, ICA launched the ICA e-grocery bag: a service that 

offers customers the possibility to buy pre-packed grocery bags with related recipes online. In 

general, ICA’s e-grocery bag service offers both the alternative to pick-up at the local store and to 

receive home delivery; however, this part of the value proposition differs from store to store - 

some only offer pick-up while some only offer home delivery - as well as how the adopting 

franchisee solve the value chain activities. Furthermore, the franchisee may chose a preferred 

range of e-grocery bag types and may forward change requests to ICA. Nevertheless, the content 

of the ICA e-grocery bag types are standardized and all of the recipes are created, and tested, by 
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ICA’s chefs. Below is a conceptualization of ICA’s e-grocery bag business model along the four 

dimensions of the Business Model, before it is realized by the franchisees. 

Who: ICA grocery customers with knowledge of online shopping. Families with children or 

households of two.   

What: A range of standardized e-grocery bag types with related recipes and accompanied 

ingredients sold via the Internet. Customers may choose to pick-up the bag at the local store or 

receive home delivery.   

 

How: Logistical and value chain solutions vary from store to store. ICA support and collaborate 

with the franchisees.  

Why: Subscription-based revenues (subscriptions are generally applied, however, one-time 

purchases are allowed for new customers), whereas customers subscribe on an e-grocery bag 

type of their choosing. A surcharge is applied on e-grocery bag content (i.e. an additional fee is 

added on each item of the e-groceries as compared to in-store groceries). 

The ICA e-grocery bag project team 

Below follows a narration of the process by which the new service was perceived, managed and 

tested before commercialization - from the perspective of the operations manager of the ICA 

project team - and, furthermore, how it was enrolled for the franchisees to adopt. 

ICA is a large wide-spread organization, a pioneer and market leader of its industry; changes in 

its ecosystem seldom go unnoticed. “If one has such a position, one has to continuously look at 

trends which are relevant to one’s business” (HL, 2015). Håkan, operations manager of the ICA 

e-grocery bag project team, implies that in the position that ICA is in today, it is important to 

always look forward and research new trends. For ICA to remain market leader it is important to 

explore these trends and be a part of them; if not, they might lose their position on the market.  

Competitors in ICA’s ecosystem offering e-grocery bag solutions had started to appear some five 

years ago; Håkan states that this type of service had already been discussed within the 

organization before the project started: “I know that this was discussed several times within ICA 

before, but we waited until the market was ready” (HL, 2015).  As insinuated, ICA considered 

that it was important to wait until the opportune moment to launch their e-grocery bag service. 

They waited until they thought the market was ready in order to harvest the largest possible value 

from the service.   

ICA noticed that this emerging service was in line with ICA’s own value proposition: “ICA 

should always offer meal solutions of various kinds, that is what we do. We do not only sell 

groceries” (HL, 2015). As stated, ICA recognized that adding this service to their bundle of 
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products and services would allow them to expand their value proposition and to better 

encompass the demand of their customers with a holistic solution.  

Once it was decided that ICA would offer this kind of service, ICA put together a project team 

and came up with a concept of how it should be designed to fit their organization. However, this 

was a complex project that demanded high level of IT-expertise and entailed a new way of 

working for ICA. “One of the biggest challenges during the project was that the top management 

did not understand the complexity behind an IT-project of this size and made unrealistic plans” 

(HL, 2015). The development of the IT-system took longer time than planned by top 

management, and, as perceived by Håkan, being unaccustomed to work with high-complexity IT-

projects affected top management’s capacity to make feasible plans.  

In November 2010, a pilot study was conducted by ICA, whereas three stores around the country 

were selected to be test subjects: “We selected three test stores, which were contacted by us and 

willing to be test subjects” (HL, 2015). The three stores were strategically selected and had be of 

different profiles: “We chose stores of different profiles that during four weeks sold e-grocery 

bags, meanwhile we evaluated everything” (HL, 2015). As stated, during the pilot study ICA 

attentively evaluated everything they could. The pilot study was a major success on all of the 

stores and the customers’ response to the service was evaluated closely: “We of course took into 

account the ICA-franchisees’ feedback on the project, but what we really wanted to know was 

the consumers’ responses, which was very positive” (HL, 2015). As insinuated, as ICA evaluated 

how the franchisees’ perceived the novel service, they carefully monitored what they valued even 

higher, i.e. how the service was received by the customers.  

The study was a confirmed success and afterwards only minor changes were made. In February 

2011, ICA informed the franchisees and enrolled the service for them to adopt. By now, May 

2015, the service have been adopted by around 310 (out of 1300) stores nationwide. However, in 

the initial phases any franchisee in Sweden was not allowed to adopt the service; ICA proceeded 

with caution and control, and a plan was constructed for which cities, and consequently which 

franchisees, that were allowed to start: “We tried to achieve a certain level of diffusion and an 

enrollment plan had been created, everyone couldn’t start at the same time. The one’s who were 

interested signed up for a meeting with ICA, whereas the product was discussed and the 

franchiser decided to proceed or not” (HL, 2015). As stated, ICA had a strategic diffusion plan in 

mind and collaborated with franchisees who were interested in adopting the service.  

Franchisees which decide to adopt the service have the possibility to make minor changes such 

as to the range e-grocery bag types they want and if they are going to offer home delivery and/or 

hand off the bags to the customer at the local store (pick-up). Furthermore, the franchisees decide 

how to market and price, and how to organize logistics and supply chain activities behind 

operationalizing the service. However, as ICA want consistency across the stores, the franchisees 

are not allowed to make major changes to the service: “The franchisees are allowed to do minor 

changes and there are some possibilities to make own initiatives, but not a lot. They are allowed 
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pick which bags they want, which prices, how to market, and to sign agreements with local 

suppliers and small stuff like that. But basically it’s the same recipe in Ystad as it is in 

Haparanda!” (HL, 2015). As stated, the value proposition is, to some extent, standardized across 

stores. However, as insinuated in the statement above, the efforts and decisions taken by the 

franchisees in order to realize the service are not perceived to have a major impact on the final 

product. 

4.1.2 The franchisees 

To give insight as to the complete process of how this new service was realized we will below (1) 

describe the relationship between ICA and the franchisees, and (2) offer five case-by-case 

narrations of how the service was perceived, managed and operationalized by franchisees at 

local stores.  

All of the stores are owned and operated by the ICA franchisee, however, major changes are 

coordinated with ICA (ICA.se, 2015). The relation between ICA and the franchisee is often 

regulated through the ICA-agreement: a shareholder and financing agreement, which states that 

ICA owns the rights to the land the store is built on and the brand while the franchisee owns and 

operates the store. The ICA agreement also controls how much the store annually should re-

compensate ICA for the expenses of building the store and contains a refusal clause if the 

franchisee wishes to sell their store (ICA.se, 2015).  

To become a franchisee, one has to apply for a store that is scheduled to be built by ICA. The 

application is similar to a job application: the applicant has to present ideas of how they would 

run the store and how they will make the store competitive compared to other stores in the 

vicinity, the applicant who shows real passion and has a long-term mindset is selected. If the 

applicant is approved, ICA will build the store and the franchisee takes over management.  

It is the franchisee’s responsibility to hire people, purchase goods, plan work hours, change the 

range of products in the store and decide upon the marketing strategy. The majority of goods is 

bought from the ICA warehouse, but the franchisee is allowed to establish connections with local 

suppliers, substitute goods, and buy locally. The franchisee can seek guidance from, and is 

offered support by, ICA. 

4.1.2.1 ICA Maxi Helsingborg 

The Helsingborg store is distinguished in the way that it has solved the logistics behind the new 

service in a joint collaborative effort in cooperation with the Maxi South Group.   

ICA Maxi Helsingborg is one of the top ten Maxi stores in Sweden when it comes to turnover 

and was originally built for half the turnover that the stores presents today. The store is owned 

and operated by Magnus Carlsson and has a net profit of 14 million in online sales alone. Below 
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is a conceptualization of ICA’s e-grocery bag business model - along the four dimensions of the 

Business Model - as it is realized by ICA Maxi Helsingborg. 

Who: ICA grocery customers with knowledge of online shopping. Families with children or 

households of two.   

What: A range of standardized e-grocery bag types with related recipes and accompanied 

ingredients sold via the Internet. Customers may choose to pick-up the bag at the local store or 

receive home delivery.   

How: Outsourced assembling of bags to external actor. Receives pre-assembled bags and 

manages (temporary) storage. Hands off and distributes bags themselves. 

Why: Subscription-based revenues (subscriptions are generally applied, however, one-time 

purchases are allowed for new customers). A surcharge is applied on e-grocery bag content. 

ICA Maxi Helsingborg had already been active in the Internet grocery industry for five years 

with ICA’s (B2B) e-commerce platform, Market Online, when they decided to adopt and 

implement ICA’s e-grocery bag service for private consumers. Robert Engel, manager of Market 

Online in the store became responsible for the e-grocery bag. Robert states that the reasoning 

behind the adoption of the service was partly because they noticed the emergence of similar 

services in their ecosystem and partly because he and the franchisee envisioned online shopping 

to be the future: “We want to be pioneers; we want to be in the front-line of development, to be a 

store of the future, and e-shopping is a big part of the future. We also noticed that similar e-

shopping solutions started to emerge” (RE, 2015). As stated, ICA Maxi Helsingborg recognized 

the importance of following market trends and wanted to supply their customers with the latest 

kind of services. Another reason for adopting the service, Robert states, was that it had received 

positive customer response and increased revenues at stores that had adopted it. Furthermore, a 

widespread occurrence was that adopting the service entailed a general increase in the amount of 

total sales: “By using this service the customers step outside of their comfort zone and tries new 

things. ... they [also] use this service for heavier items and still travel to the store to buy other 

smaller things, and are thus exposed to campaigns and indulge in impulsive shopping” (RE, 

2015). This was in contrast to what Robert and the franchisee expected: “An aspect we feared in 

the beginning was that the users would stop to physically visit the store; however, this was not 

the case” (RE, 2015). After implementation of the ICA e-grocery bag ICA Maxi Helsingborg 

received higher revenues and a general increase in the total amount of purchases, something they 

reckoned would not happen as they believed there would be less people in the store.   

After they decided to adopt the service, ICA Maxi Helsingborg contacted ICA and discussed with 

the ICA e-grocery bag team, their opinions on the service and how it should be implemented in 

their store: “We received a lot of questions about how we would like the service to look and 

work at our store, we had some possibilities to influence this initially. For instance, one of the by 

ICA pre-designed e-grocery bags that we could choose between to include in our range of [e-

grocery bags] was initially named ‘the cheap week’ (swe: ‘billiga veckan’). On our request the 

name was changed to ‘the family bag’” (RE, 2015). Robert perceived that they had the 
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possibility to influence the design of the service and states that they felt that the name “the cheap 

week” had a negative tone, and would have a negative impact on the customers, who would not 

want to feel cheap; On ICA Maxi Helsingborg’s request, however, the name was changed. 

Collaboration with the ICA e-grocery bag team is an on-going process via telephone conferences 

on a weekly basis, both during and after implementation: “Meetings with ICA are done via 

telephone conference, whereas we as the people involved in the service at the local stores 

informs about the status of the project and if necessary about the need for changes, sometimes 

we can be up to 25 people in a conference” (RE, 2015). As stated, there is regular 

communication between ICA and the franchisees via telephone conferences, whereas the 

franchisees inform about the service status and may submit change requests.  

ICA Maxi Helsingborg did not conduct any local market survey to evaluate customer demand, 

Robert argues that this was not needed as ICA had already performed extensive market surveys 

and as they were confident that there was a demand: “We did not do any surveys, ICA does that, 

they had also done nation-wide polls internally to evaluate the interest for this type of service 

among franchisees” (RE, 2015). When ICA Maxi Helsingborg enrolled the e-grocery bag they 

knew that there was a market demand for the service as ICA had already performed market 

surveys. Moreover, Robert states that ICA also conducted internal surveys to evaluate interest 

among franchisees. The service was launched in full scale directly; no pilot or test launch was 

made. The store, however, “... made efforts to market the new service a couple of weeks before 

launch through all the channels [they] had access to ... ” (RE, 2015) such as social media and the 

physical ICA and Maxi regular papers, as well as in-store and with large signs on the building. 

ICA Maxi Helsingborg “... offer customers both the possibility to pick-up at the store and to get 

home deliveries” (RE, 2015). As the store already offered local companies grocery deliveries 

with Market Online, they had an established distribution structure and assets such as trucks with 

cooling equipment. This in turn facilitated the delivery part of the implementation of the e-

grocery bag service: “As we already had Market Online and previously distributed to companies 

in the Helsingborg-region we had four delivery trucks to use, which made it easier for us be able 

to offer home deliveries ourselves instead of contracting a local entrepreneur for this” (RE, 

2015). As stated, as ICA Maxi Helsingborg already owned the assets needed and thus chose to 

manage home deliveries by themselves instead of contracting an external actor. Moreover, 

regarding the logistics of the service, ICA Maxi Helsingborg collaborated with other Maxi stores 

in the south region of Sweden in a joint group called the Maxi South Group (MaxiSydGruppen), 

which collectively decided to outsource the assembly process of the e-grocery bags to an external 

entrepreneur located in Malmö (a city in southern Sweden). The assembly unit also delivers the 

pre-packaged grocery bags to ICA Maxi Helsingborg: “We get our bags packed and ready on 

Monday at 11.30, so in our case it’s all about distribution” (RE, 2015). As stated, outsourcing 

assembly allows the store to focus solely of the process of distributing the e-grocery bags. “The 

reason for this solution was because we don’t have the space or capacity to manage this part of 

the process in-store ourselves” (RE, 2015). As stated, the reason for centralizing assembly was 

due to the store’s shortcomings regarding space and management capacity. However, 
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complications regarding the solution emerged: Grocery bags sometimes arrived incomplete, and 

as the personnel assumed the bags to be complete and as the store did not have enough time or 

resources to control the content of each arrived bag (about 120 weekly), customers received 

incomplete bags. The problem was solved by informing the assembly personnel about the gravity 

of assembling complete bags and the affected customers were compensated financially. 

Information about how the customers perceive the service is valued highly: “The most important 

thing to us is what the customer feels about the product, we try to collect as much information 

from the customers as possible and have physical suggestion boxes in the store” (RE, 2015). As 

stated, ICA Maxi Helsingborg makes efforts to collect information about how their customers 

perceives the service, which is discussed during daily in-store meetings and forwarded to ICA 

via telephone conference: “We have daily meetings in the store whereas feedback from users are 

discussed and information is spread, as well as frequent telephone meetings with the ICA team 

whereas, for instance, user requests for increased variety in the bags are discussed” (RE, 2015). 

As stated, user requests regarding the service are communicated to the ICA team, which provides 

ICA with feedback on how the service is perceived by the customers.  

The revenue structure applied for the service is that of one-time purchases for users that want to 

try the service and subscriptions, which is sought after and applied in most cases: “We of course 

want subscribers … (RE, 2015). As stated, ICA’s most valuable customers are those who 

subscribe on the service, and ICA make efforts to keep their subscribers by “... for instance, offer 

users loyalty gifts every tenth bag, which can be everything from barbeque tools to five different 

types of additional groceries such as store news” (RE, 2015). Additionally, to facilitate more 

sales the store offers “... campaigns on different bags every now and then” (RE, 2015). 

Furthermore, Robert states that a surcharge of 15% per item in the e-grocery bag content is 

applied, i.e. an additional fee on every item in the e-grocery bag as compared to the in-store 

groceries. The increased price on the e-grocery bag groceries is visible for the customer online, 

however, not as a separate and explicit fee but embodied in the total price of the e-grocery bag. 

As Robert states, the service of assembling and delivering the e-grocery bags cannot come for 

free.  

 

Moreover, to prevent users from being able to cancel and resume subscriptions when they deem 

appropriate (e.g., cancel their subscription only to resume it again during a campaign when it is 

cheaper) the termination period (which is visible in the terms of agreement) is set to eight days, 

making it impossible to cancel the next delivery (which is every seventh day): “A simple trick, 

everybody does it; however, it’s needed in order to control subscriptions” (RE, 2015). As stated, 

this way of controlling subscribers is perceived to be a widespread occurrence.     

4.1.2.2 ICA Maxi Kalmar 

ICA Maxi Kalmar separates themselves from the other stores by doing everything in-house by 

themselves, they assemble, manage, deliver (or hands off) the e-grocery bags to the customer.  
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ICA Maxi Kalmar is owned and operated by Patrik Wiberg, has a turnover of 514 million (in 

2014) and 110 employees. They offer a seafood section and delicacy, their own bakery and a 

catering kitchen. Below is a conceptualization of ICA’s e-grocery bag business model - along the 

four dimensions of the Business Model - as it is realized by ICA Maxi Kalmar. 

Who: ICA grocery customers with knowledge of online shopping. Families with children or 

households of two.   

What: A range of standardized e-grocery bag types with related recipes and accompanied 

ingredients sold via the Internet. Customers may choose to pick-up the bag at the local store or 

receive home delivery.   

How: Assembles, manages, hands off, and distributes themselves. 

Why: Subscription-based revenues (subscriptions are generally applied, however, one-time 

purchases are allowed for new customers). A surcharge is applied on e-grocery bag content. 

Ten years ago Patrik visited Chicago, USA, and the food stores there. Outside of Chicago there 

was an area with 200.000 inhabitants. In this area, there was a store with a comparable size to an 

ICA Kvantum store. The owner of the store had in recent years gotten enormous competition 

from hypermarket chains such as Super Target, Walmart and others; the small store was doomed. 

Suddenly the store owner got a brilliant idea; he started an alternative form of grocery shopping, 

similar to online shopping: The customers sent in their grocery requests by fax and the store 

assembled the grocery bags for the customers to pick up. He contacted an organization owned by 

the state that employs people with minor disabilities who manned the goods packing station. The 

store owner then had lower expenditures on wages, since the state paid some part of the workers’ 

paychecks. Furthermore, “he had built a little penthouse outside the store that he used as a drive-

through, where he met the customers, got paid and handed over the goods” (PW, 2015). This 

eventually got really popular. So, as the store seemed doomed, this solution became its savior. 

“When I saw this I thought that I had seen a brilliant idea, an idea that needed to be packaged the 

right way to succeed” (PW, 2015). As Patrick states, he was inspired by this example, which 

made him positively inclined towards believing in the concept and subsequently adopting ICA’s 

e-grocery bag service at his own store.   

ICA Maxi Kalmar assembles and delivers the e-grocery bags themselves, and also enables the 

customer to pick up the goods in the store. However, Patrik states that other stores have 

outsourced delivery to local entrepreneurs. At ICA Maxi Kalmar, the customer has the possibility 

to choose between a variety of e-grocery bags: there are four five-day bags and two two-day 

bags, from a luxury bag to an ecological bag, and a basic type of bag: “This part of [ICA’s e-

grocery bag] is the same in the whole ICA group, all the stores that offer [the service] provide the 

same types of bags” (PW, 2015). To achieve standardization the weekly recipes are the same 

across stores. However, the content of the bags are somewhat determined by the customers as 

they may leave proposals to ICA of what they want to eat, and changes they would like to see in 

the concept: “Many of the offers ICA offer their customers, come from the customers 

themselves” (PW, 2015). 
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Regarding the implementation of the e-grocery bag, Patrik states that he was uncertain about 

some aspects of the service in the beginning. “It was as every other time you are working with 

something you know absolutely nothing about” (PW, 2015). In particular what demand the 

service would entail: “Will it be ten, twenty or even fifty bags a week, or how many will it be?” 

(PW, 2015). Furthermore, Patrik was concerned about the amount of investment required and if 

he would need to hire additional personnel. Another big challenge, Patrik states, was the 

development of an automatic order processing tool that required a large amount of work, which 

sees to it that the requested goods are in stock before the order is placed: “It has been an 

enormous challenge for us to gain control over our stock balance, so we can work in a way to 

reach the high expectations from our online customers” (PW, 2015).  

When ICA Maxi Kalmar launched their e-grocery bag they did not do a preliminary test nor pilot 

study of the concept as they trusted it to be functioning: “I felt as the concept was proved to be 

functioning” (PW, 2015). They did, however, invest in marketing of the service prior to launch: 

“We started the marketing well in advance of the release date, and made sure to explain the 

advantages of [the ICA grocery bag] to our customers” (PW, 2015). 

Patrick states that franchisees from all the ICA Maxi stores was involved during the development 

of ICA’s e-grocery bag, and that they were able to influence what the final service would look 

like. At this time, there was, according to Patrick, a big pressure on ICA from the franchisees to 

develop this concept: “It was up to ICA to investigate if [the e-grocery bag] was something to 

establish or not” (PW, 2015). Furthermore, Patrick states that ICA used a satisfied customer 

index to investigate if the e-grocery bag was something the customers might be interested in. 

However, Patrick states that the concept as a whole was not only sought after by ICA Maxi 

stores, but also by the smaller stores as ICA Nära and ICA Supermarket: “The store owners of 

these stores put together councils and committees and discussed the concept. All stores that are 

willing, without any boundaries, have the opportunity to affect ICA e-grocery bag in any way 

that are suitable for them” (PW, 2015). This is argued to be a very important part of ICA; that all 

the franchisees have the opportunity to get their voice heard and to influence the decisions and 

concepts made by ICA. However, Patrick states that the ICA franchisees themselves do not use 

any business model tools such as the Business model Canvas, or any other management tools 

such as SWOT, PEST, and Porter’s Five Forces. 

Patrick states that ICA has an online shopping management department and within this 

department they have a group that works with the ICA e-grocery bag. This group has continuous 

contact with customers to be able to find flaws in the e-grocery bag concept and to ascertain 

what the customers think about ICA and what ICA could do better: “The contact with the 

customers must be continuous in order for us to know in which direction we have to develop so 

we can satisfy our customers” (PW, 2015). Furthermore, ICA sends out questionnaires to the 

customers to ask what they think about the service and the recipes. If many customers complain 

or give the same suggestions, ICA will listen and change the service. It is of great importance 

that the customer information system is well developed. Patrick states that before it was not that 
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advanced and sometimes it happened that, for instance, somebody's grandmother or grandfather 

bought a box of diapers and used their ICA card, the system then thought that the card belonged 

to a family with children and gave the card owner discounts that would have been interesting for 

a family with children. Patrick argues that to map and segment the customers is of vital 

importance for ICA, in order to be as close to the customer as possible and to give the right offer 

at the right time to the right customer.  

Another aspect that Patrick argues is important for ICA is to have their avangardist (early 

adopters) customers monitored, as these customer buy and behave in a way that might predict 

how other customers will behave in the future. “If we at ICA can be well prepared for when the 

majority and late adopters of our customers starts behaving the same way as the avangardist 

customer, it would be profitable for us” (PW, 2015). As stated, Patrick believes that this is a way 

for ICA to keep the pace and being ahead of their competitors. Patrik himself is involved in a 

development group that is working with mapping how the future for ICA will look like, from 

segmenting their customers to how their needs will develop in the future. Patrik states that: “We 

take on an avantgardist role at ICA, to be able to look upon ICA with the eyes of the future” 

(PW, 2015). Furthermore, Patrik tells us that he “... believe that ICA’s e-grocery bag will 

disappear in the future. It was an entrance to accustom the customers to online shopping ... The 

ICA e-grocery bag will soon transform into some kind of system where the customers themselves 

can choose what they want to eat, and then order after their needs … the form that ICA’s e-

grocery bag exists in today will eventually cease to exist, and be intertwined in Market Online” 

(PW, 2015). As stated, Patrick believes that the ICA e-grocery bag eventually will transition to be 

more customizable for the customer, as Market Online. Even though Patrik believes that the ICA 

e-grocery bag eventually will come to an end, it has exhibited great positive development this 

year (2015): “I am quite surprised this year, that it continues to grow so rapidly” (PW, 2015). 

Nevertheless, the next development stage of the service, Patrick believes, will be a delivery/drop-

off station where the customer arrive and pick up their goods. ”When it comes to this, ICA’s e-

grocery bag will expire” (PW, 2015). As stated, Patrik believes that the e-grocery bag will 

transition to being more customizable and integrated in a drop-off station solution.  

According to Patrik, ICA is built by the franchisees as more than half of the ICA group is owned 

by the ICA association (an association comprised of franchisees). Consequently, a lot of the 

power is in the hands of the franchisees. Furthermore, Patrik states that the whole idea is built 

upon “free owners in collaboration” (PW, 2015). “You can never be a free store owner if you are 

not able to do and develop your business in the way you feel is suitable” (PW, 2015). 

However, as Patrik considers the franchisees as free owners, he also states that they have 

humility and respect for the ICA trademark. Furthermore, Patrik argues that the creative ability 

and force of franchisees in collaboration is strong: “That is what is great with ICA, all of this is 

gathered in one place; the store owners think and listen to each other and when we have made a 

decision to do something together, we become strong together” (PW, 2015). 
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Patrik argues that the franchisees’ right and opportunities to do as they please (without too much 

involvement from ICA) is what separates the ICA franchise from other large retail organizations 

in Sweden, such as Willys, Coop and Hemköp, which, Patrik states, are totally centralized where 

every decision comes from ICA. Furthermore, Patrik argues that this freedom of the franchisees 

to contribute and influence leads to a lot of motivation: “To feel that you are a part of something 

and have the ability to influence, both in your own store and on a central level heightens the 

motivation of the store owners” (PW, 2015). For instance, Patrik can decide by himself if he 

wants to use a new supplier. The only thing needed is that the supplier passes a requirement list 

that is provided by ICA. 

4.1.2.3 ICA Supermarket Skogås 

ICA Supermarket Skogås distinguishes itself from the other stores by failing to profit from ICA’s 

e-grocery bag. According to the franchisee Börje Johansson, “the market was already saturated 

by online grocery bags.”   

ICA Supermarket in Skogås has 25 employees, a turnover of nearly 93 million SEK, and is 

owned by Börje Johansson. The store offers Market Online, but failed to profit from ICA’s e-

grocery bag and consequently terminated it. Below is a conceptualization of ICA’s e-grocery bag 

business model - along the four dimensions of the Business Model - as it was realized by ICA 

Supermarket Skogås.  

Who: ICA grocery customers with knowledge of online shopping. Families with children or 

households of two.   

What: A range of standardized e-grocery bag types with related recipes and accompanied 

ingredients sold via the Internet. ICA Supermarket Skogås only offered delivery and no pick-up.   

How: Assembled, managed, and delivered themselves. 

Why: Subscription-based revenues (subscriptions are generally applied, however, one-time 

purchases are allowed for new customers). A surcharge is applied on e-grocery bag content. 

ICA Supermarket Skogås tried the ICA e-grocery bag during the summer of 2013. Börje states 

that the reason for adopting it was partly because they already were active in the online grocery 

business with ICA’s b2b service, Market Online: “We were already working with Market Online 

and I thought that it would be a good idea to also have ICA’s e-grocery bag in our portfolio to 

include the private online shoppers” (BJ, 2015). As Börje states, he wanted to include ICA’s e-

grocery bag in the stores portfolio to expand their online grocery business to private customers.  

Börje states that he did not “over analyze” the concept when he adopted ICA’s e-grocery bag; he 

followed the way of thinking he had with Market Online. Furthermore, Börje states that they had 

little interaction with ICA during the adoption: “Our interaction with ICA before the 

implementation of the ICA e-grocery bag was rather limited” (BJ, 2015). Börje perceived the 

service to be very standardized and did not make, nor did he perceive that he was allowed to 

make, any changes to the concept: “The bags were already standardized by ICA so we could not 
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make any changes to them” (BJ, 2015). Furthermore, Börje perceived that the franchisees ability 

to influence the service was limited: “There is little room for customization of the [e-grocery 

bags]; Price and suppliers is basically the only things the franchisee can change, it was already a 

complete package which we adopted” (BJ, 2015). Börje concludes his argument by stating that 

“It was like buying a bottle of ketchup!” (BJ, 2015). As insinuated, Börje did not perceive that 

the service needed much attention nor that he had the ability to influence it. Börje trusted that the 

concept was fully developed and tested by ICA, consequently he did not test the service himself 

nor conduct a pilot study before the official full-scale launch.  

Sadly, the ICA e-grocery bag did not work out for ICA Supermarket Skogås as they did not sell 

enough to make a profit: “We sold way too few bags, maybe five every week; there was no 

profitability in it for us” (BJ, 2015). Börje thinks the reason was that the market already was 

saturated with e-grocery bag services: “There was already other competitors who consumed the 

whole market” (BJ, 2015). Börje perceived that he was too late to the market with the e-grocery 

bag concept. However, as mentioned before, ICA Supermarket Skogås is active in the Internet 

grocery business with ICA’s b2b service, Market Online, and Börje perceives the idea of selling 

groceries online to companies as being more profitable than selling to private customers: “There 

is a large incentive for companies to shop online because they save money on it since they save 

in on resources” (BJ, 2015). What Börje insinuates is that companies value the time of their 

employees highly and can save a lot of time, thus resources and money, by purchasing groceries 

online. Consequently, Börje argues that companies are more willing to pay for this service.  

Börje states that he launched Market Online in his store because he wanted to learn about online 

shopping. He sees a huge potential in online shopping and envisions it to be the future: “I think 

that the young customers in the age between 15 and 20 today will use the Internet in an entirely 

different way to shop than we do today” (BJ, 2015). Moreover, Börje perceives that one of the 

most prominent benefits of online shopping is that it saves time: In Börje’s store, they sell 

130.000 articles every week, through the checkout system. “If we could optimize the process and 

save one second on every sold item, we would save 36 hours every week” (BJ, 2015). Börje 

insinuates that online shopping would save the store the time it takes to scan every item in the 

checkout station during purchases. Furthermore, Börje states that, as they are selling products, 

they are also a logistics company and emphasizes the importance of doing the right things at the 

right time, which, according to Börje will be even more important as online shopping evolves: 

“Before supermarkets, you went in to the store and told a clerk what you wanted, and then the 

clerk brought it to you. Today you walk in to the store and collect what you want to buy, and 

bring it to the checkout” (BJ, 2015). With online shopping, they will, according to Börje, 

eventually do everything for the customer, which consequently will demand an increased 

logistics capacity.  

With Market Online, however, ICA Supermarket Skogås packages and delivers their products to 

the companies themselves. They researched the opportunities to use an external actor for 

deliveries, but chose to deliver by themselves: This applies both to their Market Online 
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customers as the former customers of ICA’s e-grocery bag. Börje values deliveries as it allows 

for control over the entire process: “It is important for us that we are involved through the whole 

process, since a big part of our livelihood is the interaction with the customers” (BJ, 2015). 

4.1.2.4 ICA Kvantum Lerum 

ICA Lerum has distinguished itself as major success by operationalizing the new service in an 

innovative way by creating a drive-thru to facilitate pick-up for the e-grocery bag customers. 

ICA Kvantum Lerum has a turnover of 395 million SEK (2014), employs 109 people and is 

operated by ICA franchisee Owe Krook. In addition to the standard product range ICA Kvantum 

Lerum offers a delicacy bakery and pastry shop. Below is a conceptualization of ICA’s e-grocery 

bag business model - along the four dimensions of the Business Model - as it is realized by ICA 

Kvantum Lerum.  

Who: ICA grocery customers with knowledge online shopping. Families with children or 

households of two.   

What: A range of standardized e-grocery bag types with related recipes and accompanied 

ingredients sold via the Internet. Customers may choose to pick-up the bag at the local store or 

receive home delivery.    

How: Assembles, manages and hands-off the e-grocery bags via a drive-thru. Contract with the 

Swedish postal service for deliveries.  

Why: Subscription-based revenues (subscriptions are generally applied, however, one-time 

purchases are allowed for new customers). A surcharge is applied on e-grocery bag content. 

Owe states that there are two major forces that cooperates within the ICA franchise, i.e. ICA, 

which accounts for the design of novel concepts, and the franchisees, which owns and operates 

the local stores. According to Owe, the advantage for him, regarding the ICA e-grocery bag, was 

that ICA already had developed the concept: “It is well put together [e-grocery bags] for various 

needs, and I have to admit that we get great support from ICA with the recipes and with all the 

IT-solutions” (OK, 2015). As stated, Owe perceives the various e-grocery bags to be well 

designed and, furthermore, that the store receives great support from ICA regarding the recipes 

and the IT-solutions comprised in the e-grocery bag concept. Moreover, Owe recognizes that ICA 

also contributes by testing all of the meal solutions (recipes) beforehand: “[The meal solutions] 

have already gone through ICA’s test kitchen” (OK, 2015). However, as ICA contributes with the 

concept design, new recipes, testing, and IT-solutions, it is Owe and ICA Kvantum Lerum that 

solve the physical activities and processes leading up to delivery of the e-grocery bags: “But the 

physical processes and methods have been created by ourselves” (OK, 2015).  

Owe saw this service spreading through the ecosystem and sees that as one of the factors to why 

he adopted the service: “That was one of the driving forces; I saw it spreading on the market” 

(OK, 2015). However, Owe concludes that the customer need was the main reason for adoption 

and sees great potential in the ICA e-grocery bag: “The grassroots of everything is naturally the 
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consumers’ needs, and ICA’s e-grocery bag is an intelligent twist for everybody who are tired 

after a long day, but still have to be creative and full of inspiration when entering the grocery 

store …” (OK, 2015). Owe states that only one out of five customers plan their grocery shopping 

and bring a shopping list. “The reason why ICA’s e-grocery bag is a great service from a 

customer perspective is that the customers can outsource the thinking to us. People today are 

already so strained with their thinking that they appreciate … well balanced [meal solutions]” 

(OK, 2015). As stated, Owe argues that customers appreciate to outsource their thinking to ICA 

for meal solutions. 

ICA Kvantum Lerum started with the ICA e-grocery bag in 2012 and just recently (March 2015) 

launched Market Online for private customers: “We have also started with Market Online, and 

have built [another] brand new drive-in [for Market Online]” (OK, 2015). As stated, ICA 

Kvantum Lerum have two drive-in solutions, one for the ICA e-grocery bag customers and now 

also one for the Market Online customers. Owe describes how the drive-ins work: “When you 

arrive in your car to the checkout, you enter your order number and someone will bring your 

goods. You write your signature on the delivery note and then we place the bags in your trunk” 

(OK, 2015). As described, it is a very convenient process for the customer who does not even 

have to exit their vehicle. But Owe also values the time saving aspect of the drive-in for the 

store: “It is all about saving time; it is not intended that the customer should have to park their 

car in the parking space to walk in and collect their bags in the store” (OK, 2015).  

Owe states that the drive-in solution has been very successful and that ICA Kvantum Lerum at 

one period in time was the leading store in e-grocery bag deliveries: “I do not know where we 

are today, but for quite some time we were the store who delivered the most [e-grocery bags] 

each week” (OK, 2015). However, despite being one of the most successful ICA e-grocery bag 

stores, the e-grocery bag customers still represent a modest amount when compared to the total 

amount of customers visiting the store: “In comparison to the 30 000 ‘ordinary’ customers 

visiting the store each week, only 150 customers a week uses the e-grocery bags. So, it is still a 

small amount of our customers who uses ICA’s e-grocery bag (OK, 2015). Moreover, since 

launch some parts of the e-grocery bag value proposal have changed; In the beginning ICA only 

offered 5-day bags, but eventually they changed to the 3-day bag: “Some of the five-day bags 

eventually came as three-day versions, which soon became the dominating e-grocery bag” (OK, 

2015). Owe believes that the reason for this change was because “The whole family is seldom 

gathered five days a week [and] started building up a stockpile in the fridge” (OK, 2015). 

Furthermore, since the launch of Market Online, Owe has noticed that e-grocery bag customers 

have started to combine ICA’s e-grocery bag with the Market Online service: “What is 

interesting is that our e-grocery bag customers combine the e-grocery bag with orders on Market 

Online” (OK, 2015). The customers use the two complementary services for different purposes: 

“In the e-grocery bag, they get their meals, but the customers often buy supplementary products 

through Market Online. So they end up with, for instance, two e-grocery bags and three to four 

bags with supplementary products” (OK, 2015). As stated, the customers combine the two 
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services, with the ICA e-grocery bag for meal solutions and Market Online for supplementary 

products such as shampoo and toilet paper. Moreover, as mentioned, Owe puts the customer in 

focus and states that they interact and listen to how the customers perceives the service when 

interacting at the drive-ins: “We meet every customer when they collect their bags at the drive-in, 

the staff then talks with the team leader about the reactions they get from the customers” (OK, 

2015). 

ICA Kvantum Lerum also offers home delivery; however, “... out of our 150 online customers 

each week, only 4 % (6 customers) uses it” (OK, 2015). As the majority of the store’s customers 

passes the store daily on their way from work, deliveries are a rare occurrence. To solve 

distribution, Owe knew that ICA already had a contract in place with the Swedish postal service, 

which he contacted: “We contacted the Swedish postal service and asked if they could do it for 

us. We thought it was a better solution since they already had the vehicles” (OK, 2015). Owe 

signed a “contingent” agreement with the postal service, meaning that “We have the freedom to 

change to another external actor whenever we please” (OK, 2015). For home deliveries the 

customer is charged with an additional fee. 

Owe states that ICA had no part in the drive-in solutions: “ICA had no part in the development of 

the drive-ins; We did that ourselves” (OK, 2015). The idea for the drive-in solution came from 

within the store: ”We got the idea for the drive-in internally; It was our sales manager and 

controller that conceived the idea, they stood for the whole completion as well” (OK, 2015). As 

stated, ICA Kvantum Lerum both conceived of and implemented the drive-in idea themselves. 

Owe states that they make efforts to think from a customer-perspective: “We always try to think 

from an outside-in perspective. We try to see through our customers eyes to be able to develop 

our ideas in the best suitable manner for the customer” (OK, 2015). ICA Kvantum Lerum did not 

do a pilot study before launching ICA’s e-grocery bag full-scale: “We started at full speed 

directly” (OK, 2015). They did, however, invest in marketing of the service before launch, and 

during development: “We marketed it well in advance with customer-specific marketing by mail, 

which we send out to our regular customers once a month. In this mail we included news and 

information about the benefits of this service and how we were to develop it” (OK, 2015). As 

stated, ICA Kvantum Lerum made customer-specific marketing towards their regular customers 

and also informed their regular customers about how they were going to develop the service at 

the store. 

ICA Kvantum Lerum manage assembly of the e-grocery bags themselves: “We pack our [e-

grocery bags] in-house in a well suited room” (OK, 2015). They have, Owe states, a well-

developed logistics system to facilitate activities in the e-grocery bag process: “We soon 

developed a system whereas the one responsible for the e-grocery bags receives an email of what 

next week's ingredients are well in advance, which is forwarded to every department that, in turn, 

sees to it that the needed groceries are in stock just-in-time on Monday morning” (OK, 2015). 

According to Owe, the standardization aspect of the e-grocery bag is very positive: “The [e-

grocery bags] is a real logistical dream in comparison to the unspecific content of the Market 
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Online bags. We know long in advance which groceries are needed. When we package them, we 

put them side by side and fill them all with the same items. And we know how many to deliver, 

so we can reallocate resources in advance if it is needed” (OK, 2015). However, in contrast to the 

e-grocery bag, Market Online orders may be placed until 23:59 the night before pick-up: “When 

we arrive in the morning we do not know what to expect” (OK, 2015). However, Owe states that 

they do have an automatic order processing system which protects them from receiving more 

orders than they have capacity for in stock. “[The system] is similar to an airlines booking 

system” (OK, 2015). As Owe describes, the standardization of the e-grocery bags along with the 

automatic order processing system is facilitating the logistical processes for the store. 

However, ICA Kvantum Lerum did have “... some minor complications in the beginning” (OK, 

2015).  In some cases the grocery package amount did not correspond to the amount requested in 

the recipe: “E.g. a recipe may require 400 grams of minute beef, but the meat is delivered in 300 

gram packages” (OK, 2015). As the grocery packages could not be broken or restructured, the 

store solved this by offering the customer an extra amount of groceries: “Our solution to this was 

to treat the customer with two 300 gram packages as there is no room to disappoint our 

customers” (OK, 2015). Furthermore, if a mistake has been made during assembly of the e-

grocery bags and something is wrong with the content the customers usually calls, and the store 

offers them a credit note. However, according to Owe “It seldom happens” (OK, 2015). 

To become an e-grocery bag customer, the customer registers their bank account or ICA card to 

ICA and subscribe on an e-grocery bag type of their choosing. When the e-grocery bag is 

collected, the system automatically debits the customer. “It is like when you subscribe to an e-

magazine” (OK, 2015).   

4.1.2.5 ICA Supermarket Rosenlund 

ICA Supermarket Rosenlund distinguishes itself by choosing not to offer home delivery on the 

basis that they know that their customers do not need it. 

ICA Supermarket Rosenlund opened in September, 2013. The store is located in the center of 

Gothenburg and is neighbor to the famous fish market, Feskekörka. It is built above a parking 

garage with an entrance from the garage into the store. The store is owned and operated by 

Daniel Wennroth, has 15 employees and a turnover of about 40 million SEK (2014). Below is a 

conceptualization of ICA’s e-grocery bag business model - along the four dimensions of the 

Business Model - as it is realized by ICA Supermarket Rosenlund.  

Who: ICA grocery customers with knowledge online shopping. Families with children or 

households of two.   

What: A range of standardized grocery bags containing recipes with accompanied ingredients 

sold via the Internet. Customers can only pick-up the e-grocery bag at the store and do not have 

the option to receive home delivery.   

How: Assembles, manages and hands off the e-grocery bags themselves. 
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Why: Subscription-based revenues (subscriptions are generally applied, however, one-time 

purchases are allowed for new customers). A surcharge is applied on e-grocery bag content. 

Daniel studied trade in high school. During his second year he started to work as an intern at ICA 

Kvantum in Kungälv; shortly after, he was hired by ICA. When he graduated, he got responsible 

for the fruits and vegetables department, he worked at that position for three years. Later, he 

moved to the colonial products department for two years. Subsequently, he moved back to the 

fresh foods department, where he got a position as a coordinator for two years before he was 

promoted to sales manager. After three years, he became store manager for ICA Kungälv, which 

he continued for five years. Finally, Daniel bought his own store in Dingle (Bohuslän), where he 

worked for nearly four years. In September 2012, however, Daniel got the privilege to start up a 

new store in downtown Gothenburg called ICA Supermarket Rosenlund: “I sold my store in 

Dingle to be able to start up the new store, which had its premiere date the 11th of September 

2013” (DW, 2015).  

Daniel just recently (April, 2015) adopted the ICA e-grocery bag to ICA Supermarket 

Rosenlund, however, he had already considered the concept earlier: “The process started out with 

an idea I got five years ago. Even then, the concept of online grocery bags were not totally new” 

(DW, 2015). Two times a year ICA Supermarket Rosenlund sends out a survey to their 

customers, and recently the customers started to request the service: “When we got the autumn 

survey of 2014, we saw that the customers questioned the lack of an [e-grocery bag]” (DW, 

2015). This was the ignition and Daniel started by assembling an e-grocery bag management 

team which he discussed ideas with and delegated tasks to. They analyzed their customers; 

through the ICA customer cards they could get useful information about their customers, such as 

what they buy and roughly where they live by the zip-code of the area they live in. Daniel and 

the team noticed that many of the customers came into the store daily to buy breakfast and lunch, 

and goes grocery shopping after work. Many of these customers lived outside of central 

Gothenburg and Daniel and his team figured that it was highly unlikely that these people drive in 

to town only to go shop. After further research they found out that a majority of these people 

work in the close vicinity of the store and actually worked in the same building as the store. 

Daniel and the team concluded that the e-grocery bag customers would pass the store often and 

therefore figured that to only pick-up - and not home delivery - would satisfy customer demand: 

“Since most of our customers passes the store every day, we felt that it was sufficient to provide 

an [e-grocery bag] without home delivery.” (DW, 2015).  

Daniel and his team subsequently proceeded by notifying ICA of their interest in adopting the 

ICA e-grocery bag, and got in contact with ICA’s support group for the ICA e-grocery bag, who 

in turn assigned ICA Supermarket Rosenlund with a list of criteria to be fulfilled: “We got a 

check list with activities to do before we could implement the e-grocery bag” (DW, 2015). As 

stated, after their request to adopt the service ICA provided the store with a list of criteria, which 

comprised an update of the homepage and an account at PayPal in order to charge the customers 

for the e-grocery bags.  
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Daniel states that he was confident in ICA’s prior testing of the service and did not perceive a 

need to make his own test study: “I did not consider a pilot study ... we will start at full pace 

directly”(DW, 2015). However, Daniel states, he himself will try the service one week prior to 

the release date in order to see that the service works to full extent.  

ICA Supermarket Rosenlund offers four different e-grocery bag types, which the customer 

subscribes to over the internet and picks up in the store between 15:00 and 23:00 on Mondays. 
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4.2 Case B: Middagsfrid 
Middagsfrid was the first actor in the e-grocery bag industry, with to-the-door delivery of 

grocery bags ordered via the Internet, six months ahead of the more famous Lina’s Matkasse. 

Below we will offer a narration of the process by which Middagsfrid was created, and, 

furthermore, how they operate. 

Middagsfrid was founded by the former management consultant Kicki Theander, in 2007. The 

company started out with only Kicki and her husband and have now grown to comprise a 

turnover of nearly 71 million SEK (2014) and 27 employees. The company was the first of its 

kind in Sweden and have become a success. Below is a conceptualization of Middagsfrid’s 

business model along the four dimensions of the Business Model. 

Who: E-shoppers who are environmentally aware, values ecological groceries and healthy meals 

with a small ecological footprint, and who do not mind a higher price. 

What: Home delivery of a range of grocery bag types containing recipes with accompanied 

ingredients sold via the Internet. A limited range of grocery bag types to a high price, but with 

high quality groceries and well tested and considered recipes for healthy meals with less negative 

effect on the environment. 

How: No physical store. Website to reach customers and facilitate e-commerce of groceries. 

Contract with Axfood to assemble and manage grocery bags. Contract with haulage firms for 

distribution. Contracts with smaller suppliers for special grocery products and packages. 

Why: Subscription-based revenues. 

Kicki has a Master’s Degree in Business Administration. Her past job was as a management 

consultant and she argues that her past experience have been very useful during the venture. She 

got the idea for Middagsfrid in May 2007 and registered the company in July 2007. As a parent 

she was well aware of the daily stress induced by the need to be creative and come up with new 

and above all nutritious dishes every day: “I saw the need all around me. I had two kids, a one 

year old and a five years old, and was aware of the stress to have to come up with new nutritious 

recipes every day. You want the best and also to vary the meals for your kids” (KT, 2015). Kicki 

also noticed and was inspired by a similar service on the market at the time called ‘The Foodbox’ 

(Swe: ‘Matlådan’): “You can basically say that I copied their concept; our logistics function quite 

similar” (KT, 2015). As stated, Kicki was inspired by the logistical solution of The Foodbox’ 

business model. 

To help her in the initial phases of the venture, Kicki hired an external consultant, a business 

coach. The coach asked her to sit down with pen and paper and visualize her dream situation 

without taking into consideration restraints such as financial capital: “I went to a center for new 

businesses in Stockholm to get coaching in the beginning, they had some kind of questionnaire 

which represented a business model for me to fill in” (KT, 2015). As stated, Kicki received 

consultancy from a business coach, who helped her develop her business model. She, 

furthermore, states that her past experience with process development contributed when 

visualizing the product: “I also made some sketches of the product’s process flow and had a great 
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advantage in my former experiences with process development. It was a bit like getting a 

consultancy project, except this time, it was my own” (KT, 2015).  

With her idea in place Kicki did not start in a haste, but applied a cautious and systematic 

approach. She assumed that problems would occur that she could not plan for in the beginning. 

Consequently, she did a pilot study on five families in August 2007, whereas Kicki herself 

managed grocery bag deliveries. During the pilot, Kicki found that complications emerged that 

she did not expect initially: “I had some logistical problems as I tried to deliver the grocery bags 

to the five families myself, in my own car. It was a hot day in August which caused some 

sanitary aspects, the last family actually got rotten fish” (KT, 2015). In addition to the logistical 

insight, Kicki also listened closely to how the customers perceived her value proposition: “The 

families had to fill in a questionnaire about what they thought of the service, followed by a deep 

interview with me. Some of the families thought that some items were unnecessary, which they 

was forced to throw out” (KT, 2015). As stated, the pilot study offered Kicki valuable insights, 

which subsequently was integrated into the business model. After the pilot, Kicki knew the 

importance of the logistics behind a service like this and that the sanitary regulations were 

followed, such as using trucks with cooling systems for the delivery, and, furthermore, gained 

insight as to how the participants perceived the value proposal.  

Not long after the pilot study, Kicki managed to sign an agreement with Axfood, to assemble and 

manage the grocery bags. She also signed an agreement with a haulage contractor for the 

distribution of the grocery bags. Then, in October 2007, the service was ready for launch: “We 

started delivering the first of October 2007” (KT, 2015). By then they only delivered in the inner 

Stockholm region and the organization was very small: “It was me, my husband, and two 

students working 50% each” (KT, 2015). However, problems emerged quickly: “One month after 

launch, we realized that we could not just write pepper and salt, it was not enough for the 

customers, they wanted to know the exact amount needed. This led us to the insight that we had 

to adapt to both experienced and inexperienced customers in the kitchen” (KT, 2015). As stated, 

Middagsfrid quickly gained insight as to what the customers wanted and adapted their value 

proposal thereafter. 

Over time competition grew tougher and tougher and various parts of the value proposition 

emerged as being of especially significant value: ”We saw that appetizing pictures on the food 

was very important, to market and show the customers what they get” (KT, 2015). As stated, 

Kicki noticed that working with the customer in focus was very important. Furthermore, Kicki 

states that Middagsfrid constantly has been aware of what their competitors have been doing and 

have monitored them closely, which in turn has induced changes to their business model: “We 

monitor our competitors constantly … Mostly it is between us and our main competitor, Lina’s 

Matkasse. It’s like we are Coca Cola and they are Pepsi, we compete all the time about who 

releases new products first. We were first to market, they came six months later …” (KT, 2015). 

However, as Middagsfrid monitors their competitors closely and competes about new products, 

Kicki perceives that their customer segment is slightly differentiated regarding the price: “We do 
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not [however] compete with them on prices, we are more expensive than all of our competitors. 

But we have more ecological products and fewer e-numbers and additives in our products, which 

demand a higher price” (KT, 2015). As stated by Kicki, her largest competitor is Lina’s 

Matkasse; they continuously compete in new product development. However, Kicki states that 

they have differentiated themselves on the market by having more ecological products and fewer 

e-numbers, which in turn entails higher costs and, consequently, a higher price for the customer.  

Kicki has noticed that new competitors have emerged around the service that offer the user a lot 

of control over the e-grocery bag content and, moreover, allows the user to put together 

customized e-grocery bags around recipes that the users can submit themselves or select from a 

wide range of possible recipe alternatives. However, Kicki is skeptical about the loss of 

standardization and quality control of the dishes in an approach of this nature: “We will never do 

that, nobody in the world can do that with profitability” (KT, 2015). Kicki argues that this way of 

orienting the value proposal makes the procedure too complex for the customer: “As the 

customer has to do everything by him/herself, it goes against the entire concept of the online 

grocery bag, to make it easier for the customer (KT, 2015). As stated, Kicki does not believe in 

offering the customer this amount of choices and have personally tested this kind of service: “I 

have tried their service and it took me four times longer before I got to the register, as compared 

to us. I was totally confused by all the choices, I do not believe in this service” (KT, 2015). 

Moreover, Kicki argues that by allowing the customer this much freedom the standardization 

aspect would be lost, which consequently would have a negative impact on logistical solutions: 

“When the customer have too much room to customize you lose the standardization and are 

facing all sorts of problems with quality and logistics” (KT, 2015). Kicki does not believe that 

the new actors with customizable e-grocery bags will succeed as too much freedom for the 

customer will have a negative impact on the standardization, which eventually will affect the 

quality of the service.  

Recently, large established retail chains such as Willys, ICA and Coop have as well started to 

participate in the e-grocery bag business. However, Kicki do not perceive these actors to be as 

big of a threat as she does the independent actors: “Of course there are some competition from 

them as well, but they are not nearly as good at us, or Lina’s Matkasse. If you look at most 

consumer tests of their service, their scores are not nearly as high as ours” (KT, 2015). Kicki 

states that she has “... personally tested Willys’ online grocery bags. They have good groceries, 

but their recipes are catastrophic, as well as the variation, the pictures are ugly and they send the 

wrong amount of food. They have come as far in their development as us when we started back 

in 2007, but I actually think we were even better back then” (KT, 2015). However, Kicki admits 

that Middagsfrid - by having e-grocery bags as their sole business and focus - have an advantage 

over the large retailers: “They are not specialized in the same way as we are” (KT, 2015). Kicki 

perceives that being an organization with full focus on one business alone offers them an 

advantage as compared to large retail corporations with diverse business sectors such as ICA AB. 
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As important as it is to monitor competitors, Kicki argues that the most important part about a 

service like this is to be customer focused and to be up to date about the latest knowledge in 

consumer behavior; according to which, she points out, it is more important for consumers 

nowadays that something is new rather than it being good, something she argues to be especially 

relevant in her business: “I think this is especially true for online grocery bags, the customer gets 

bored easily and tries other alternatives if there is no change. Our ambition is to have something 

new in every delivery, a new item, recipe, an innovative picture of the food, a new font etc. ... we 

try to stay innovative all the time” (KT, 2015). As stated, Middagsfrid puts the customer in focus 

and makes efforts towards continuous development and renewal. Kicki states that they invest a 

lot in collecting new information, and sometimes work very close to their customers: “We 

actually physically visit our customers and it is a big difference between what customers say they 

do and what they really do (KT, 2015). As stated, by visiting customers they get access to more 

in-depth information than they would otherwise. During the customer visits, Kicki states that 

they sit down with pen and paper and observe what the customers really does while cooking the 

food. According to Kicki, all the small details are valuable: “For instance, one customer cut the 

stems of the mushrooms and threw them away, because we had not written that they would need 

them later” (KT, 2015). Furthermore, Kicki states that they use this information to adapt their 

value proposition: “This has led to us changing the format of the recipes and offered us a lot of 

important feedback which have supported a lot of valuable changes” (KT, 2015).  

To collect further information about their customers, Kicki states that they use several different 

channels: “We get information from our customers through social media such as Twitter and 

Facebook but also through e-mail and our customer service” (KT, 2015). In addition, they also 

send out evaluation surveys in the grocery bags with questions such as how tasty the food was 

and if it was easy to make. The evaluation surveys also contain “... a free text section where the 

customers can write requests for changes” (KT, 2015). Kicki states that they have a high 

response rate on these, since they are so quick to fill in. Middagsfrid, subsequently, uses the 

responses from these evaluation surveys to reorient their value proposition: “If there is any recipe 

that doesn’t score high enough, we remove it” (KT, 2015). As stated, Middagsfrid has an 

extensive stream of information from their customers about how they perceive the service.  

Middagsfrid constantly tries to innovate their value proposition and aspects such as the 

packaging of the groceries and format of the recipes have been changed multiple times as well as 

other components in the service. Moreover, new complementary products are continuously 

offered, explored and tested: “We constantly try to develop additional products; If we identify a 

new idea, we try it on our customers. Once we tested a baking package, it worked well in the 

beginning but eventually we realized that the customers could not cope. It became too much 

bread and too much of an effort, so eventually we stopped the offer” (KT, 2015). As stated, 

Middagsfrid constantly tries to innovate by testing new products on their customers and 

evaluating the response. Working close to customers have led to a lot of changes in 

Middagsfrid’s value proposition during the venture: “Since the start in 2007, we have changed 

incredibly much in the service. If we look at the product we offered in 2007 it is a really big 
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change if you compare it to what we offer today” (KT, 2015). Kicki sees innovation as “... a 

continuous process” (KT, 2015). Initially, the idea of Middagsfrid was centered on relieving the 

parents in a family with children, but eventually it grew to include aspects such as the use of 

ecological products and to minimize food wastage. Furthermore, Kicki argues that their service 

contributes to reduce transportation emissions as “... the food travels together with other people’s 

food, which minimizes transportation in general” (KT, 2015). Moreover, Kicki “... also wants to 

decrease the consumption of red meat and [their] customers eat 44% less red meat than the 

average Swede and 80% more vegetables, which offers value regarding both health and climate” 

(KT, 2015).  

Changes during the venture have occurred not just around the value proposition but around the 

entire business as a whole. To solve issues such as item packages not fitting what was needed in 

the recipes, Middagsfrid have signed additional agreements (besides the one with Axfood) with 

suppliers of special goods, something Kicki as well argues to be a continuous process: “We are in 

an endless hunt for new products and suppliers. We always try to find something new and fresh 

that preferably comes in small packages that fit nicely into our grocery bags” (KT, 2015). As 

mentioned earlier, Middagsfrid started delivering in inner Stockholm, but eventually expanded to 

the Gothenburg region, Märlardalen, around Mälaren, Västerås, and then Skåne. “Successively 

we have come to every big city all the way up to Sundsvall. A very rough estimate is that we 

deliver to nearly half of all Swedish households” (KT, 2015). As stated, Middagsfrid’s area of 

delivery has expanded a lot since the initial phases of the venture. The organization as well has 

grown a lot since it was just Kicki, her husband and two part-time students packing the bags in 

2007: “We hired our first full-time staff in January 2008, at our first conference in 2008 we were 

seven, 2009 we were nine, now we are 27” (KT, 2015). As Kicki states, the number of employees 

has grown significantly since they started in 2007.  

Middagsfrid have also expanded to other countries and established subsidiaries in Germany and 

Belgium. Kicki states that the process of establishing subsidiaries have differed from time to 

time: “In some cases we have handpicked people that we believe in, e.g. in [the case of] 

Germany we picked a Swedish woman who had lived in Germany for 10 years to run the 

business on the German market” (KT, 2015). And in some cases interested parties have 

approached Middagsfrid: “In [the case of] Belgium, we were contacted by a driven entrepreneur 

in Belgium who wanted to establish Middagsfrid there; we initiated a collaboration, and now he 

runs our business in Belgium” (KT, 2015). Establishing subsidiaries can be a difficult process 

and Kicki explains that they make efforts to ensure that knowledge is transferred properly: “In 

order to ensure that the subsidiaries were run properly we had seminars and workshops in 

Sweden to transfer competence” (KT, 2015). Middagsfrid uses its subsidiaries to constantly try 

new things and thus expand their value proposition: “We try to copy what works there, and sell it 

in Sweden” (KT, 2015). However, as the markets are different it does not always work out to 

transfer products: “In Belgium we sell small food packages and they sell out faster than butter 

melts in the sun, but it didn’t work at all in Sweden (KT, 2015). Unfortunately, as stated, the 

strategy to transfer successful products from subsidiaries does not always pay off. Moreover, 
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Kicki states that they even tried selling small fruit boxes to offices in Sweden, a product that was 

successful in Belgium, but that did not work out either.  

Middagsfrid’s revenue stream has as well undergone changes and is something that Kicki have 

been working a lot closer with in recent years, going from monthly payments on a pay-upon-

purchase basis in the beginning to a continuous revenue stream on a subscription basis, whereas 

the customer register their credit card and an amount is automatically withdrawn with each order. 

Kicki states that “the subscription aspect is very important. The best customers are the ones that 

register and then just keeps on purchasing” (KT, 2015). And Middagsfrid make efforts in order to 

lock in their customers: “We try to make it as beneficial as possible to be a long-term customer 

and make the service cheaper, it’s important to lock-in” (KT, 2015). As described, Middagsfrid 

rewards loyal customers. Kicki, furthermore, sees a lot of additional benefits with having long-

term customers: “There are many values with keeping the customers, not only that they 

obviously keep buying but there are for instance less cost on customer support” (KT, 2015). As 

insinuated, Kicki believes that as the long-term customers become more comfortable with the 

service and gain more experience about how it works, they will need less support, and maybe 

even contribute with their own ideas on how to improve the service. 
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4.3 Case C: Gastrofy   
Gastrofy is distinguished from other actors in the e-grocery bag industry by the novelty of how 

they orient their business model. Below we will offer a narration of the process by which 

Gastrofy was created, and, furthermore, how they operate. 

Gastrofy was created in 2013 and is one of the most recent actors in the e-grocery bag business 

in Sweden. The idea was conceived in 2012, while the two founders Robin Rendahl and Felix 

Bengtsson were studying at the university. They were frustrated with the lack of customization 

for the customer in current e-grocery bag services, and came up with the idea of a customizable 

e-grocery bag service. Below is a conceptualization of Gastrofy’s business model along the four 

dimensions of the Business Model.  

Who: E-shoppers who want more control over the e-grocery bag content, and values a high 

range of recipes from multiple sources (such as famous bloggers and chefs) to a moderate price.  

What: Home delivery of groceries purchased from recipes online. A wide range of recipes to a 

moderate price. The customer may choose to accept the selected recipe as it is and include it in 

the e-grocery bag, but is offered the control to customize the recipe and the entire e-grocery bag 

content as (s)he pleases. Recipes are also offered by Gastronauts that the customer can “follow”. 

How: No physical store. Website to reach customers. The website comprise a platform which 

facilitates e-commerce of groceries and sharing of recipes between creators and customers: 

customers may buy groceries from recipes and Gastronauts (recipe creators) may share recipes 

and make earnings. Contract with Coop for assembly and home delivery.  

Why: Earnings per order from Coop. 

Robin studied a Master’s Programme in Technology Management at Lund University when he 

and his co-founder, Felix, got the idea in spring 2012. He was using an e-grocery bag service 

called Lina’s Matkasse during his studies, but found the range of recipes to be too limited and 

that the user was offered too little control over the content in the bags, and still had to pick-up the 

bag at the store: “We wanted flexibility and adaptability and did not always enjoy the recipes. We 

thought the user was offered too limited control. You are not allowed to do anything, except 

choosing from a limited amount of recipes, and you still have to go to the store” (RR, 2015). As 

Robin states, he and Felix were not satisfied with how the current actors on the e-grocery bag 

market oriented their value proposition and wanted to offer something new: “Our idea was: more 

freedom and adaptability for the user, have the possibility to adjust the content and pick your 

own recipes, and receive your groceries without having to leave the home” (RR, 2015). Robin 

and Felix considered that the customer’s control in contemporary e-grocery bag services was too 

low and their idea was to create something that was more adaptable to the customer, allowing the 

customer more control over the content of the e-grocery bag.   

As Robin had an education in technology management, tools such as the Business Model Canvas 

was used to conceptualize the idea and the SWOT-model to perceive the business environment. 

However, Robin argues that the primary use of these tools is when you are to communicate your 

idea to others: “We used the Business Model Canvas when we conceived the idea and [the 
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SWOT-model] during the market survey, but the main use of these tools was when we explained 

our idea to partners and financiers. Parts of the business such as how to market and how to make 

money comes rather naturally” (RR, 2015). As stated, tools such as the Business Model Canvas 

and the SWOT-model was perceived to be more valuable when explaining the idea to others than 

during the internal process of creating the idea and figuring out business dimensions such as 

marketing and revenue solutions. Furthermore, they visualized their final product by sitting down 

with pen and paper and drawing up the product and the customer’s flow through the various 

steps of the buying process.  

With their idea in place they immediately started conducting market surveys to evaluate demand. 

They went out and talked with customers outside established grocery retailers, Robin in Lund 

and Felix, who currently was studied abroad, in Denmark: “We went out and talked to people. I 

think we asked about 250 people, and the response was mostly positive” (RR, 2015). As Robin 

states, the market surveys was rather extensive and confirmed that there was a need for their 

product. After they perceived that there was a demand for their product, Robin and Felix started 

to ponder possible ways of solving the problem. All they knew was that they needed recipes and 

some way to deliver the groceries. “We didn’t know anything about this, and we didn’t have any 

money, but played around with various scenarios” (RR, 2015). As insinuated, Robin and his 

colleague did not constrain their generation of ideas by taking into consideration all the resources 

the various ideas would demand. “We figured that, several recipe-sites exist today with 

thousands of visitors daily, if we [could] buy a recipe-site and somehow figure out a way to 

reroute this traffic ... the visitors of the recipe-site can ‘buy‘ the recipe (i.e. the ingredients 

included in the recipe) and pick it up in, or get it delivered from, [their] local store” (RR, 2015). 

This way of thinking resulted in the idea they chose to proceed with and the next step was to 

investigate the possibility of signing an agreement with a grocery retailer. Eventually, “... we 

managed to schedule appointments with about 30 ICA franchisees in different places all over 

Sweden and went around and told them about our idea” (RR, 2015). They marketed their idea to 

the franchisees as a win-win scenario for both parties: “We said that we would contribute with 

recipes and sales/customers and needed someone that assembles, manages and hands over the 

grocery bags” (RR, 2015). However, their offer was not received as well as they had expected: 

“Everyone turned us down, and rather harshly at that. They told us that this would never work” 

(RR, 2015). As Robin states, they were turned down by the ICA franchisees and told that their 

service would never work.  

But without being too discouraged, Robin and Felix went back to their initial idea and started to 

ponder how they could get access to recipes: “There existed lots of different recipe-sites, with 

lots of recipes, and, above all, lots of visitors. We didn’t want to compete with these guys, and 

we certainly didn’t have the money to do so. So we figured, why not partner up with them, sell 

their recipes and be visible on their sites” (RR, 2015). With this idea in place, Robin and Felix 

managed to schedule meetings with several different recipe-sites and offered the sites a 

partnership whereas they would sell the groceries and the recipe-site would receive earnings per 

sold recipe (every time one of their recipes is used) from their site. “It was a success, this was 
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much easier than our last approach, and we were allowed to implement a button on the recipe-

sites which rerouted the visitor” (RR, 2015). As stated, this time around their approach was 

successful and they were allowed to place a button on the recipe-sites so that the visitor who 

were viewing a specific recipe could click the button and get rerouted to Gastrofy’s website. “So 

all of a sudden we had contracts with several recipe-sites with hundreds of thousands of visitors, 

but we still had no way of delivering the food” (RR, 2015). As Robin states, they still had not 

solved the value chain activities needed to deliver the groceries to the customers.  

However, while having established the contracts with recipe-sites Robin and his colleague 

figured that it would be somewhat easier this time around. Although, they changed their 

approach slightly and targeted actors in the grocery sector that already were active in e-

commerce and had an established distribution channel with infrastructure and resources such as 

trucks and manpower. After calling around to established actors which fit the profile they finally 

managed to get in contact with Coop: “We got to present our idea to the CEO of Coop and 

managed to convince them of our idea, and they agreed to sign a contract with us” (RR, 2015). 

So, they finally managed to solve the problem of delivering the groceries by signing an 

agreement with Coop, which stated that “They would assemble, manage and deliver the grocery 

bags and we would receive earnings per order they received via us” (RR, 2015). As stated, Coop 

would manage the physical value chain activities behind delivering the grocery bags and receive 

sales from Gastrofy who, in turn, would receive earnings from Coop for each sale. As Coop had 

an established distribution channel for similar purposes, the initiation of cooperation was a 

smooth process and entailed some benefits for Gastrofy: “Basically we could just ‘latch on’ to 

their online shopping infrastructure and distribution network, which meant that as they expand 

their area of delivery, so do we” (RR, 2015). However, Robin and his colleague still did not have 

a finished product. “We sold an unfinished service, we didn’t have anything. It was not until we 

got these contracts (Coop and recipe-sites) that we started to develop something” (RR, 2015). 

They had solved the physical value chain activities of delivering groceries and the next step was 

to develop their product.  

When the product was developed they needed to integrate it with Coop as well as the recipe-

sites. After that they were ready to launch in 2013. At this moment the product consisted of a 

button on several recipe-sites that rerouted visitors to Gastrofy’s site whereas the visitor could 

overview the groceries needed for the recipe in question, make changes (check off unwanted 

items), and subsequently make a purchase, which in turn sent an order to Coop who assembled 

and distributed the groceries. Later on the service would change, but “at this first launch 

Gastrofy was just an intermediary between recipe-sites and Coop, there was nothing on Gastrofy; 

It was basically just a tool to buy food via recipe-sites, a button on recipe-sites which sent you to 

Gastrofy whereas you could see the needed ingredients, could add or remove some, and buy 

them” (RR, 2015). However, complications emerged. The product had a lot of bugs that they did 

not foresee and customers did not want to use it. They had thousands of visitors to the site, but 

few continued to the next step in the buying process, and even fewer to the next step. They tried 

to identify in the data from their website at which point in the process they lost the most 
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customers. In addition to this information, they also called up and talked to users. It turned out 

that customers did not perceived the service to be easy enough to use and it was too many steps 

in the buying process. With this information, Robin and Felix could work closer to the customer 

and drive development to better suit the customer’s needs: “This was the end of the guessing 

game and now, when we could get access to this kind of data, we could start with real customer-

driven development, and one thing we learned about customers online was that their patience is 

extremely low” (RR, 2015). In addition to this, they as well found new insights about their target 

group of customers, the visitors to the recipe-sites: “Visitors on recipe-sites are not there with the 

intention of buying food, they just visit these sites to get inspiration and instructions (RR, 2015). 

As stated, their target group of customers, i.e. the visitors to the recipe-sites do not visit the sites 

with the intention of making purchases, but to get inspiration and instructions.  

With this new information, Robin and Felix decided to go back to their initial idea and change 

the value proposition. They made it possible for customers to go directly to Gastrofy and added a 

function they called the ‘dinner planner’ along with Gastrofy’s own recipes, which allowed 

customers to tailor more extensively their e-grocery bags with recipes they found on Gastrofy, or 

added themselves. In 2014, they launched the service for a second time. “With this second 

launch, Gastrofy as a brand and a service grew; Customers could now go directly to Gastrofy 

instead of via a recipe-site, and they could add their own recipes” (RR, 2015). A big change since 

their first launch, whereas they only appeared as a button on recipe sites. But again problems 

emerged, as customers now had so much freedom to tailor their grocery bags the service again 

became too complex and customers had too much choices to make. “More problems arose when 

customers had to choose by themselves. They don’t want to choose by themselves, they want it 

to be easy” (RR, 2015). With the second launch, Gastrofy grew as a brand and a service, but the 

service had become too complex and the buying process entailed too many choices for the 

customers.  

So, for the second time since their initial launch, Robin and Felix went back to the drawing board 

to figure out how to change their value proposition. They made it easier for the customer by 

changing the service to make a preliminary choice for the customer, which the customer in turn 

could accept or change if they wanted. “We figured that we would choose for the customer but 

offer them the possibility to make changes” (RR, 2015). This way, the customer still makes the 

choice, however, it is facilitated by Gastrofy making a preliminary choice for the customer. In 

addition to this change, they cancelled the contracts with the recipe-sites as they had a new 

vision of the product: they wanted to turn Gastrofy into a ‘one-stop-shop’, a place whereas the 

customer can find everything they need. And in 2015 they had repackaged and launched the 

service for the third time. “Today, Gastrofy is a ‘one-stop-shop’. We have completely removed 

our dependence on the recipe-sites and the customer can go directly to Gastrofy to find 

everything they need in order to buy groceries: inspiration, recipes, instructions and home 

delivery” (RR, 2015). As stated, by cancelling the recipe-site contracts and expanding the 

Gastrofy website, they could better encompass all aspects involved in the customer’s grocery 

buying process, from inspiration to instruction and, subsequently, home delivery. Robin 
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describes Gastrofy’s evolution as going “from a tool and intermediary to a consumer product and 

platform” (RR, 2015). They have also facilitated the buying process: “We have also made it 

easier for customers and first-time buyers who now are just eight ‘clicks’ from ordering. And 

after you have registered, you are only one ‘click’ from ordering” (RR, 2015). In the third 

version of Gastrofy they were longer dependent on the recipe sites, and simplified the buying 

process for the customers.  

The change from a “tool” to a “one-stop-shop” entailed implications regarding Gastrofy’s cost 

architecture: They now had to invest considerably more in marketing as compared to when they 

partnered with the recipe-sites: “All the costs have of course increased, but as we have become a 

consumer product, marketing has grown to be the largest expense; we no longer get this for free 

by being visible on the recipe-sites” (RR, 2015). Robin, furthermore, states that digital 

development always have been expensive and that they always have had limited financial 

capital: “We have never had a lot of money and me and my colleague have not withdrawn any 

salaries” (RR, 2015). As stated, due to being financially constrained Robin and Felix have yet to 

withdraw salaries from the company.  

One thing that has stayed the same, however, is the way that they make money: “We get paid by 

our partner, Coop. They pay us an earning per order; that has been the same all the time. It’s free 

for consumers to use us” (RR, 2015). As stated, since they signed the agreement with Coop in 

2013 their revenue structure has been the same: on every e-grocery bag purchase, Gastrofy 

receives a percentage on the earning from Coop. Robin argues that the partnership with Coop is 

what have slowed their development down: “We are a small player on their radar, and they have 

control over us. We also do not get as much attention if problems would emerge as would their 

own e-grocery service” (RR, 2015). However, the partnership has been both positive and 

negative: “It’s been a big advantage initially, however, limiting in the long run. It’s taken us three 

years to get where we are today, if we were not dependent on a partner we could have made this 

journey in half the time” (RR, 2015). As Robin states, the partnership with Coop was very 

advantageous in the initial stage, they spread quickly, got an access to a big distribution area, 

spared the expenses of warehouses, equipment, vehicles and personnel. However, later on the 

dependence on Coop for logistical solutions in exchange for a percentile-based revenue have 

become a hindrance regarding further growth of the company. 

Nowadays, Gastrofy function quite similar to the third launch, however, the recipe acquisition 

part of the business model has evolved to also encompass a social aspect by making it possible 

for anyone to become what they call a Gastronaut: a chef, blogger, company or anyone who have 

their own recipes and want to make an earning. Members (i.e. consumers) on Gastrofy’s website 

can in turn “follow” the Gastronauts - which, e.g., promote healthy diets - and use their recipes. 

Gastrofy have recruited several famous bloggers with a lot of followers to become Gastronauts. 

Gastrofy’s journey has been volatile with a lot of ups and downs and Robin argues that the most 

important thing during this journey has been to have an open mind and, foremost, to be flexible 
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and able to adapt your idea and business model to new information - and do it fast. “It’s not 

possible to plan everything from the start. If we would have stuck with our initial idea, we would 

most certainly have failed” (RR, 2015). Robin argues that flexibility and being able to adapt to 

new information are much needed attributes in any business: “This is what you do, you 

continuously make assumptions and hypotheses, then you test them, this is a wheel that is 

spinning constantly (RR, 2015). And as stated, he believes this to be a continuous never ending 

process. “Nowadays, we test new things and make changes to our value proposition on a weekly 

basis, then we listen to the customers, analyze, and then we do it again, the faster the better (RR, 

2015). As stated, an important factor to the process of change and evaluation, is to do it as fast as 

possible. However, as a prerequisite to adaptability and change, Robin argues that one has to 

have an open mind and be ready to challenge one’s current beliefs and assumptions: “You have 

to be very open to change otherwise you will get stuck. What you assume initially will change, 

kill your darlings” (RR, 2015). As Robin states, change is important. Robin and Felix have 

continuously changed their plans during the venture; they have gone back and changed their idea 

numerous times, to shape it according to prevailing circumstances.  
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5 ANALYSIS & DISCUSSION 

This section will offer a presentation and clarification of the empirical findings through a within-

case analysis of the separate cases followed by a cross-case analysis and subsequently a 

discussion of how the main findings may be interpreted.    

5.1 Within-case analysis 

5.1.1 Case A: The ICA e-grocery bag 

5.1.1.1 The general business model concept by ICA 

As ICA is a franchise organization that comprise over 1 300 stores across the country (ICA.se, 

2015), it would entail a considerable amount of resources to control and manage the realization 

of the novel business model at the level of the local stores. Consequently, ICA manages the 

design meta-phase, i.e. initiation, ideation, and, to some extent, integration. According to 

Frankenberger et al. (2013), the Who and What dimensions of the novel business model are 

determined in the ideation phase and it is during the integration phase that the How (value chain 

architecture) and Why (revenue model) are added. However, in ICA’s case, being a franchise 

organization, the How is dependent on the resources and capabilities at hand at the local stores - 

and, furthermore, the freedom of the franchisees to decide how to solve logistics and value chain 

activities - and is thus determined in the realization phase of ICA’s business model. Nevertheless, 

ICA support and collaborate with the franchisees regarding value chain solutions; for instance, in 

the case of ICA Kvantum Lerum, Owe decided to use the Swedish postal office as a distributor, 

knowing that ICA already had a contract in place with this actor. Although, ICA do manage the 

Why dimension of the novel business model as they develop the revenue model comprising 

payment method (subscriptions) and surcharges (i.e. the additional fee on the e-groceries as 

compared to in-store groceries) on the content of the e-grocery bag, which is determined before 

realization and not subject to the freedom of the franchisees. 

In summary, ICA manages the initiation, the ideation and to some extent the integration phase, 

whereas what we refer to as, a ‘general business model’ is designed along the Who, What and 

Why dimensions of the business model, and leaves the How dimension (besides management of 

the website to reach customers) to be solved by the franchisee. Below is a conceptualization of 

ICA’s general e-grocery bag business model along the four dimension of the Business Model.     

Who: ICA grocery customers with knowledge online shopping. Families with children or 

households of two.   

What: A range of standardized grocery bag types containing recipes with accompanied 

ingredients sold via the Internet. Generally, customers may choose to pick-up the bag at the local 

store or receive home delivery; however, this varies between stores as some stores only offer 

pick-up and some only offer home delivery.   
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How: Website to reach customers and local stores to distribute the service. Logistics and value 

chain solutions vary between stores. ICA support and collaborate with the franchisees. 

Why: Subscriptions (applied in general, however, one-time purchases are allowed for new 

customers). Surcharge is applied on e-grocery bag content (i.e. an additional fee on the e-

groceries as compared to in-store groceries). 

5.1.1.2  Realization of the business model by the franchisees 

At the local stores, the franchisee manage the realization (i.e. the implementation phase) of the 

novel business model and consequently some dimensions of the business model are changed, in 

particular the How (value chain architecture) and to some extent the What (value proposition).  

As the capacity to realize the business model at the local store is dependent on resources and 

capabilities at hand, such as storage space and manpower, the franchisees come up with their 

own solutions for logistics and value chain activities in order to operationalize the service 

according to the store’s capacity. Furthermore, as the delivery of the What is dependent on the 

How, some franchisees consequently make minor changes to the value proposition, some only 

offer pick-up or home delivery whereas others offer both home delivery and pick-up. Even how 

the pick-up process is solved differ and could possibly affect the way the value proposition is 

perceived: the majority of stores lets the customer go into the store and collect their e-grocery 

bag while others have constructed drive-thru stations whereas the customer stops and receives 

their e-grocery bag without exiting their vehicle.  

As stated by Daniel at ICA Supermarket Rosenlund, he noticed that the majority of customers 

travelled to the store by car and worked in the near vicinity of the store, and thus perceived that 

pick-up was sufficient. Moreover, as the example of ICA Kvantum Lerum illustrates, by 

constructing a convenient drive-thru - in order to fulfill the How and facilitate delivery of the 

What - whereas customers do not have to step out of their vehicle, the realization efforts of the 

franchisees can indeed affect how the customers perceive the value proposal of the novel 

business model. Below the variants of ICA’s general business model when realized by the five 

franchisees are comprised in a table. 

Table 2, ICA’s e-grocery bag business model at the franchisees’ local stores.

       Store WHO WHAT HOW WHY 

Helsingborg Unchanged 

 

 

 

 

Outsourced 

assembly to external 

actor in 

collaboration with 

the Maxi South 

Group. Receives 

pre-assembled bags. 

Manages 
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Pick-up  

& delivery  

(temporary) storage. 

Hands off and 

distributes bags 

themselves. 

 

 

Unchanged 

Kalmar Unchanged 

 

 

Pick-up  

& delivery  

Assembles, 

manages, hands off, 

and distributes the 

bags themselves.  

 

 

 

Unchanged  

Skogås Unchanged 

 

 

Only 

delivery 

Assembled, 

managed, handed 

off, and distributed 

the bags 

themselves.   

 

 

 

Unchanged 

 

 

 

 

 

 

 

 

Lerum 

 

 

 

 

 

 

 

 

Unchanged 

 

 

 

 

 

 

 

Pick-up  

& delivery 

Assemble, manage 

and hands-off the 

grocery bags via a 

drive-thru 

themselves. 

Contract with the 

Swedish postal 

service for 

distribution. 

 

 

 

 

 

 

 

Unchanged  

Rosenlund Unchanged 

 

Only pick-

up 

Assembles, 

manages and hands 

off bags themselves.  

 

Unchanged  

As shown in table 2, the most prominent of the changes is that of the How. As the local stores 

have different prerequisites and capacities the franchisees have solved the logistics and value 

chain activities in different ways: Some have in joint collaborative efforts with store-type groups 

in the same region (the Maxi South Group, ICA Maxi Helsingborg) outsourced and centralized 

assembly activities; some have by themselves developed a novel way of solving pick-up (drive-

thru, ICA Kvantum Lerum); and some have, by surveying the travelling patterns of their 

customers decided that pick-up is sufficient to satisfy their e-grocery bag customers’ needs (ICA 

Supermarket Rosenlund).  

5.1.1.3 The business model innovation process 
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In the initial phases of the business model innovation ICA designed a general business model 

concept whereas emphasis was put on developing the Who, the What, and the Why. They made 

extensive market surveys and a pilot study to uncover customer response and develop a value 

proposition, they developed the IT-structure needed to support the service, and developed a 

strategic revenue architecture. Subsequently, it was up to the franchisees at the local stores to 

solve the How by operationalizing the concept according to the capacity and resources of the 

local store, and thereby realizing the business model. Consequently, one could argue that ICA 

developed an unfinished business model which the franchisees in turn completed. 

Below, the process of ICA’s business model innovation will be described along the four phases of 

the 4I-framework, from being designed by ICA to being realized by the franchisees. Considering 

the two-force nature which comprise the ICA organization as a whole, this process will be 

clarified both from the perspective of ICA as well as the franchisees.  

Initiation 

ICA: ICA noticed that this service started to emerge and as being the market leader in the grocery 

industry in Sweden they did not want to miss the opportunity: “If one has such a position, one 

has to continually look at trends which are relevant to one’s business” (HL, 2015). 

The franchisees: This service had been tested and evaluated by ICA during a pilot study and 

proved to be a big success among the customers. Furthermore, as Robert at ICA Maxi 

Helsingborg noted, the service had entailed an increase in profit and in the total amount of sales 

at stores that had adopted it. Nevertheless, as illustrated in the example of ICA Maxi Kalmar, 

Patrik was inclined towards adopting the service due to his own personal agenda, as he stated 

that he had experienced similar solutions abroad and had advocated the service internally in the 

past. Moreover, Börje, franchisee of ICA Supermarket Skogås had achieved prior success with 

Market Online, B2B, and adopted the e-grocery bag simply because he wanted to expand his 

product portfolio.   

Ideation 

ICA: ICA saw that the emerging service with e-grocery bags was in line with their own value 

proposition: “ICA should always offer meal solutions of various kinds, that is what we do. We do 

not only sell groceries” (HL, 2015). As noted by Håkan, ICA understood that adding this service 

to their bundle of products and services would enable them to expand their value proposition and 

to better capture their customers demand with a holistic solution. ICA had discussed this type of 

service internally before, but now they figured that the timing was right: “I know that this was 

discussed several times within ICA before, but we waited until the market was ready” (HL, 

2015). As stated by Håkan, ICA considered the importance of waiting until the opportune 

moment to launch the ICA e-grocery bag. They wanted to wait until the market was ready for 

this type of service in order to harvest the largest possible profit. 
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ICA, furthermore, allocated resources towards generating ideas by putting together a team: “ICA 

put together a team who developed an idea of how the concept should be designed in order to fit 

into ICA’s organization” (HL, 2015).  

The franchisees: The ideation phase differed between the stores. Daniel’s (ICA Supermarket 

Rosenlund) incentive was that he noticed that many of the customers who shopped at the store 

daily lived far from the city center, however, worked nearby the store and some actually worked 

in the same building as the store. Daniel considered that to provide an e-grocery bag service with 

pick-up alone would serve his customers well enough. Regarding ICA Kvantum Lerum, the idea 

for the drive-thru solution for pick-up came from within the store, from their sales manager and 

controller. Owe, franchisee of ICA Kvantum Lerum, furthermore emphasize that they always try 

to think from an “outside-in” perspective, seeing things from the customer’s perspective. In the 

case of ICA Maxi Helsingborg, they were forced to engage in a joint collaboration with the 

MaxiSouthGroup to outsource and centralize e-grocery bag assembly (and subsequent delivery 

of assembled e-grocery bags to the stores), due to the lack of space and manpower to perform 

this in the store. 

Integration 

ICA: It was a complex project with high demands on the IT-department especially and entailed a 

totally new way of working for ICA. Furthermore, as stated by Håkan (operations manager of 

ICA e-grocery bag team), internal challenges emerged during the project as he perceived that 

management was unaccustomed to work with high-complexity IT-projects, which consequently 

affected their capacity to plan: “One of the biggest challenges during the project was that the top 

management did not understand the complexity behind an IT-project of this size and made 

unrealistic plans” (HL, 2015). To facilitate the process of adoption for the franchisees, ICA 

collaborated and discussed with them how the service would work at the local store, before an 

implementation process was initiated. 

The franchisees: The franchisees’ perception of their ability to influence varies: Patrik at ICA 

Maxi Kalmar, for instance, values highly the “force of the franchisees” and according to him the 

franchisees’ ability to influence the e-grocery bag concept was very high; however, according to 

Börje at ICA Supermarket Skogås, he had limited interaction with ICA prior to implementation, 

nor did not perceive that he was able to influence the concept. 

The franchisees who participated in this study stated that they did not use any tools resembling a 

business model concept to perceive their business or to oversee how adopting the new service 

would affect their current way of doing business. However, one of the franchisees (Patrik, ICA 

Maxi Kalmar) stated that they made what was referred to as a “business plan”, comprising what 

they wanted to achieve and within which timeframe.  

Implementation 
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ICA: In November 2010, ICA conducted a pilot study before launch whereas the service was 

tested in three stores with different profiles in different parts of Sweden. During four weeks the 

three stores sold e-grocery bags under constant supervision by ICA. The pilot study was an 

immediate success on all three stores and the customer response was carefully evaluated by ICA: 

“We of course took into account the ICA-franchisees’ feedback on the project, but what we really 

wanted to know was the consumers’ responses, which was very positive” (HL, 2015). 

The franchisees: None of the franchisees conducted a pilot study before launching the service in 

their stores, they all trusted ICA and the pilot study they did in late 2010. However, one of the 

franchisees, Daniel at ICA Supermarket Rosenlund, ordered an e-grocery bag from his own store 

one week prior to launch in order to establish its functionality. All the ICA franchisees forward 

requests for changes from customers to the ICA team, which offers ICA a channel of continuous 

feedback on how the service is perceived by the customers. 

From the perspective of the four phases of the 4I-framework, one could argue that ICA is 

primarily involved to take the project through Initiation, Ideation, and Integration, and 

subsequent realization and operational management during Implementation is made by the 

franchisees. Put differently, ICA manages the design meta-phase while being dependent on the 

franchisees to manage the realization of the novel business model (Frankenberger et al. 2013). 

ICA do, as Owe at ICA Kvantum Lerum put it, comprise of “two forces” which are dependent 

upon each other and need to collaborate in order for the organization to be successful as a whole. 

Below is a conceptualization of ICA’s e-grocery bag business model innovation process. 
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Figure 2, a conceptualization of ICA’s e-grocery bag business model innovation process. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

In the model above ICA e-grocery bag business model innovation process is conceptualized and 

visualized. In short, ICA managed the design meta-phase; ICA identified an opportunity by 

analyzing their ecosystem, ideas were generated for said opportunity, and a general business 

model was built along the Who, What, and Why dimensions. ICA conducted a pilot study 

whereas three stores of different profiles were selected to test the service for four weeks. The 

pilot study was successful and led to no major changes. Subsequently, the franchisees managed 

the realization phase and completed ICA’s e-grocery bag business model by solving the How 

dimension; the franchisees analyzed their store local ecosystem to identify opportunities in 

solving the How (some contracted haulage firms for distribution, some collaborated with store-
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type-groups to centralize and outsource e-grocery bag assembly, and some identified 

opportunities by analyzing the travelling patterns of their costumers), ideas were generated for 

identified opportunities, an administrative plan (some called it an action plan) was made, and the 

new activities and processes intended to solve the How and thereby realizing the ICA e-grocery 

bag business model were implemented. ICA ensured that the generated ideas were aligned with 

their ecosystem by establishing an external fit, and that the generated ideas were aligned with the 

components of the business model (as well as the alignment of the three dimensions –Who, 

What, and Why - of the business model) by establishing an internal fit. Subsequently, it was 

important for the franchisees to ensure that the ideas they generated in order to solve the How 

were aligned with the store-local ecosystem by establishing what we refer to as a local fit.    

5.1.2 Case B: Middagsfrid 

5.1.2.1 Middagsfrid’s business model 

Below is a conceptualization of Middagsfrid’s business model along the four dimension of the 

Business Model. 

Who: E-shoppers who are environmentally aware, values ecological groceries and healthy meals 

with a small ecological footprint, and who do not mind a higher price.  

What: Home delivery of a range of grocery bag types containing recipes with accompanied 

ingredients sold via the Internet. A limited range of grocery bag types to a high price, but with 

high quality groceries and well tested and considered recipes for healthy meals with less negative 

effect on the environment.   

How: No physical store. Website to reach customers and facilitate e-commerce of groceries. 

Contract with Axfood to assemble and manage grocery bags. Contract with haulage firms for 

distribution. Contracts with smaller suppliers for special grocery products and packages. 

Why: Subscription-based revenues. 

5.1.2.2 The business model innovation process 

Below, Middagsfrid’s business model innovation is described along the four phases of the 4I-

framework. 

Initiation 

As a parent, Kicki, was well aware of the stress induced by the daily need to be creative and 

come up with new and nutritious meals: “I saw the need all around me. I had two kids, one and 

five years old, and was aware of the stress to have to come up with new nutritious recipes every 

day; You want the best and also to vary the meals for your kids” (KT, 2015). Moreover, Kicki 

was inspired by a service on the market at the time called the ‘Foodbox’ (Swe: ‘Matlådan’): “You 
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can basically say that I copied their concept; our logistics function quite similar” (KT, 2015). In 

other words, the idea behind Middagsfrid was initiated due to personal experience of being a 

parent, which led to the identification of the need for a stress relieving meal solution service, 

and, furthermore, due to inspiration gathered from monitoring the logistical solution of a similar 

service on the market at the time.  

When established, Middagsfrid makes effort to understand and monitor their ecosystem, 

regarding customers, competitors, suppliers, and universities: They try to keep up-to-date 

regarding the latest knowledge in consumer behavior, and makes efforts to collect as much 

information about their customers as possible (e.g. by making customer visits, observing their 

meals being cooked by the customers); They monitor the behavior of their competitors closely 

and tries to foresee new product developments, and gain insight by testing and evaluating their 

competitors’ products; They are constantly searching for new suppliers which offer products that 

could contribute to Middagsfrid’s value proposal; And, as they are participating in this study (and 

keeps up-to-date about literature in consumer behavior), one could infer that they make efforts to 

understand the activities of universities.   

To spread news, receive feedback, and answer questions about the service - besides via email and 

customer support - Middagsfrid also uses social media. To further integrate their customers in the 

formation of the value proposition, Middagsfrid include small questionnaires in the e-grocery 

bags with inquiries about how tasty the meal was and how easy it was to make; meals that do not 

receive a good enough score are discontinued. 

Ideation 

During inception of the business idea, Kicki hired an external consultant (a business coach) to 

help her develop her business model. The coach advised her to sit down with pen and paper and 

visualize her dream situation without taking into consideration internal restraints such as 

financial capital: “I went to a center for new businesses in Stockholm to get coaching in the 

beginning, they had some kind of questionnaire that represented a business model for me to fill 

in. I also made some sketching over the product flow …” (KT, 2015). This would imply that 

conception of Middagsfrid’s business idea was facilitated by efforts to think outside-the-box and, 

furthermore, by business model thinking.     

When established, Middagsfrid generates new ideas regarding value proposal changes by 

working very close to their customers: as mentioned, they make customer visits to collect 

information about their customers, which they, subsequently, use to make changes to their 

business model. Middagsfrid accumulates knowledge in consumer behavior and use its insight to 

make business model changes: i.e. as Kicki learned that consumers nowadays value novelty over 

quality, Middagsfrid incorporated this knowledge into their business model by making effort 

towards continuous renewal, to try to always include something new in the e-grocery bags (e.g. 

new recipe, format, font, package, et c.). As a source of new product ideas, Middagsfrid uses 

product transference from their abroad subsidiaries: if a product by Middagsfrid’s subsidiary in 
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Belgium is successful, the parent firm may transfer, test and evaluate this product on the Swedish 

market.   

Integration 

As stated, business model design in the inception of the venture was facilitated by the use of a 

business model tool, to integrate and align the dimensions of the business model. However, when 

established, Middagsfrid stated that they do not use business model thinking whilst evaluating 

new ideas or making business model decisions - such as changes to the values proposal or 

contracting new suppliers - in order to evaluate holistically that the change is in line with all the 

dimensions of their current business model. 

When establishing a new subsidiary, Middagsfrid makes sure that knowledge is transferred 

properly - and thus, that the novel subsidiary’s business model is aligned with the parent firm’s 

business model - by having seminars and workshops in Sweden. A business model tool is, 

however, not used in this process.    

Implementation 

When the idea behind Middagsfrid was in place, Kicki proceeded with a cautious and systematic 

approach. A pilot study was conducted that offered insight regarding logistics, sanitary 

procedures, and - as Kicki interviewed all five participating families about how they perceived 

the service - regarding Middagsfrid’s value proposal, information that subsequently was 

integrated into Middagsfrid’s business model. This implies that Middagsfrid was able to 

successfully test and experiment with their business model towards customers during 

development, before it was fully realized. After the pilot study, Middagsfrid signed an agreement 

with Axfood for e-grocery bag assembly and delivery, and made sure that all sanitary regulations 

were followed.  

Nowadays, Middagsfrid have a well-developed customer support division and tries to acquire as 

much information and feedback as possible from their customers - via social media channels 

such as Facebook and Twitter, as well as via emails and customer visits - about how they 

perceive Middagsfrid’s value proposal; information that, subsequently, is used to make customer-

driven changes. Furthermore, Middagsfrid works with continuous renewal regarding new 

product ideas and tries to include something new in every delivery, they also test new products 

on their customers and evaluate the response, and makes market experimentations by transferring 

products that are successful on their subsidiaries markets to the market of the parent firm.  
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Figure 3, a conceptualization of Middagsfrid’s business model innovation process. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

In the model above Middagsfrid’s business model innovation process is conceptualized and 

visualized. Kicki identified an opportunity for an e-grocery bag service by monitoring a similar 

service in the ecosystem coupled with her experience of being a parent, she generated ideas by 

receiving consultation by a business coach to think outside-the-box, ideas were integrated in a 

business model concept, and a cautious approach towards realization was employed: a pilot study 

was conducted that uncovered new information and new learnings which was used to go back 

and make changes to the business model before it was enrolled and commercialized.   

5.1.3 Case C: Gastrofy 

5.1.3.1 Gastrofy’s business model 

Below is a conceptualization of Gastrofy’s business model along the four dimensions of the 

Business Model. 
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Who: E-shoppers who want more control over the e-grocery bag content, and values a high 

range of recipes from multiple sources (such as famous bloggers and chefs) to a moderate price. 

What: Home delivery of groceries purchased from recipes online. A wide range of recipes to a 

moderate price. The customer may choose to accept the selected recipe as it is and include it in 

the e-grocery bag, but is offered the control to customize the recipe and the entire e-grocery bag 

content as (s)he pleases. Recipes are also offered by Gastronauts that the customer can “follow”. 

How: No physical store. Website to reach customers. The website comprise a platform which 

facilitates e-commerce of groceries and sharing of recipes between creators and customers: 

customers may buy groceries from recipes and Gastronauts (recipe creators) may share recipes 

and make earnings. Contract with Coop for assembly and home delivery. 

Why: Earnings per order from Coop. 

5.1.3.2 The business model innovation process 

Below, Gastrofy’s business model innovation is described along the four phases of the 4I-

framework. 

Initiation 

The Gastrofy founders’, Robin and Felix, incitement for conceiving of their business idea was 

initiated due to them being frustrated with the lack of customizability and control for the 

customer in contemporary e-grocery bag services’ available on the Swedish market. Being a user 

himself of one of the e-grocery bag services in question - and, furthermore, a Master’s student in 

Technology Management - Robin was well aware of how these services worked and experienced 

enough to know what they offered to the customer; In other words, by monitoring and evaluating 

existing e-grocery bag services on the market at the time, coupled with an educational 

background relevant for the product at hand, being an IT-based solution, Robin was able to 

perceive the opportunity for an, according to the company founders, improved version of the 

existing services. As the founders have been university students and e-grocery bag customers, 

and participated in this study, one could argue that Gastrofy’s business model idea was 

conceived, and influenced, due to the understanding of customers, competitors, universities, and 

- depending on the nature of the content in Robin’s education - an understanding of technological 

changes. 

Ideation 

To aid the development of their initial business model concept, Gastrofy’s founders used the 

Business Model Canvas, and to analyze and understand the business environment and their place 

within it and, furthermore, aid the design of the initial market survey, they used the SWOT-

model. These tools were stated to aid the founders in the design of their business model, and to 

contribute when communicating their business idea to others, such as financiers and partners. 
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However, in the later stages, when the venture is established, these tools are not stated to be as 

valuable and are not used in the internal process of deciding about business model changes; 

Instead, it is stated that decisions regarding business model dimensions such as how to market 

and how to make money “comes rather naturally” (RR, 2015).  

The most important factor for the venture’s success, is stated to be to have an open-mind 

approach regarding change; to continuously challenge one’s assumptions and embrace rather 

than fear change, to accept that change is inevitable and adjust business thinking and behavior 

thereafter. Nowadays, Gastrofy continuously test new ideas and changes on their customers and 

evaluate closely the customers’ response, an experimentation process that Robin emphasize is 

important to able to do as fast as possible. To receive feedback and collect information and about 

their customers, which is used in the formation of value proposal changes, Gastrofy’s founders - 

besides using channels such as social media, email and customer support - calls up their 

customers and discuss with them how they perceive their service. 

Integration 

As mentioned above, Gastrofy tries to integrate their customers in the formation of their value 

proposal as much as possible by continuously testing and experimenting with value proposal 

changes and collecting information about how the changes are received. However, as Gastrofy 

stated that the business model tool is not used when making changes to business model aspects 

such as marketing, revenue stream or value proposal - at least not in a formal and explicit manner 

- one can assume that Gastrofy do not use the business model tool in order to ensure that 

business model dimensions are aligned holistically when introducing business model changes; 

neither internally, by integrating and aligning all dimensions, nor externally, by the inclusion of 

partners and ensuring alignment with their business models.  

Implementation 

Since Gastrofy’s inception in 2012 to the present day (2015), the business model has undergone 

several fundamental changes, going from an intermediary between recipe-sites and Coop to a 

consumer product (IT-solution) that offers everything that is needed for the customer 

(inspiration, instructions, et c.) in order to make an online purchase of groceries, which still, 

however, is dependent on their partner, Coop. The most important prerequisite to emerge 

successful after a venture journey this volatile Gastrofy states is to have an open-mind approach 

to change; to not stick with a static idea when confronted with a constrained situation, but to be 

able to adapt to new circumstances and new information. However, to become aware about 

whether or not an idea or solution will be successful, it often needs to be tested and experimented 

with; In the initial stages of the venture, Gastrofy encountered several problematic situations, 

from which it would have been impossible to proceed without adapting to emergent information; 

As Robin stated, if they would have stuck to their initial idea, they would most certainly have 

failed. So, it was less of a risk-mitigating and cautious step-by-step strategy that enabled 

Gastrofy’s business model to be realized and emerge successful as much as it was an adaptive 
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and open-minded trial-and-error based approach with an ability to integrate learnings in new 

change initiatives.  

Nowadays, Gastrofy constantly experiment with new ideas by introducing changes to their 

customers and closely evaluating the response; adapting the introduced idea according to 

emergent information and, subsequently, reintroduce a new version of the idea.  

Figure 4, a conceptualization of Gastrofy’s business model innovation process. 

 

 

 

 

 

 

 

 

 

 

 

 

 

In the model above Gastrofy’s business model innovation process is conceptualized and 

visualized. Gastrofy identified the opportunity for their e-grocery bag service by, as being users 

themselves, experiencing a lack in contemporary e-grocery bag services on the market; they 

generated ideas with the aid of market surveys and tools such as the SWOT-model; the generated 

ideas were integrated in the Business Model Canvas; and they initiated realization efforts: they 

approached ICA franchisees with an agreement, but was unsuccessful and went back and 

changed their business model; secondly, they approached recipe-sites and managed to sign an 

agreement; and subsequently, they managed to sign an agreement with Coop; at this stage they 

could launch the product for the first time (as an intermediary between recipe-sites and Coop); 

however, the product was unsuccessful as customers did not want to use it, and it would take 
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several major changes and relaunches before Gastrofy finally would emerge successful in its 

current form, which is still undergoing changes.     

5.2 Cross-case analysis 

5.2.1 The business model innovation processes 

Below, the three cases’ business model innovation processes are compared with each other along 

the four phases of the 4I-framework. 

Initiation  

All of the cases in this study makes effort to understand and monitor their surrounding 

ecosystem: The design of Middagsfrid’s business model’s How was inspired by the logistical 

solution of a similar service, they integrate their customers in the formation of the business 

model’s What by collecting information from their customers via questionnaires included in the 

e-grocery bag and by making actual visits, observing their customers cooking their recipes, they 

monitor the actions of their competitors, and they are constantly searching for new suppliers that 

can be a part of the business model’s How and contribute to the business model’s What; 

Gastrofy’s initial business model design was inspired by an understanding (and personal 

experience) of the business models of their future competitors, they integrate their customers in 

the formation of the business model’s What by calling them and asking them questions about 

how they perceive the service and how it could be improved, besides collecting information via 

channels such social media, email and customers support; ICA noticed that this type of e-grocery 

service was emerging in its ecosystem and made a strategic assessment that it would contribute 

to ICA’s value proposal, and furthermore, considered that the timing was right for a business 

model initiative of this nature. 

The incitation of the business model initiatives differed between the cases. While the incitation 

of the online players held a personal aspect - Gastrofy’s frustration with contemporary e-grocery 

bag services, Middagsfrid’s (Kicki’s) personal experience of being a parent - ICA’s decision to 

initiate their e-grocery bag concept was, however, more influenced by monitoring the ecosystem 

and market strategy than a personal agenda, as being an established organization (compared to 

the online players) presumably with set routines, analyses and evaluations, and strategic elements 

inherent to a business model decision of this nature, which arguably comprise several individuals 

and departments. A personal dimension could of course be present in ICA’s case as well as some 

of the franchisees’ decision to adopt the e-grocery bag service to their store was influenced by 

being personally inclined towards the concept and as Patrik at ICA Maxi Kalmar argued that the 

franchisees collective influence on ICA to initiate an e-grocery bag service was strong and thusly 

acted as a motivating factor in ICA’s decision making. Nevertheless, all the cases made, prior to 

idea concept, and continuously make (during the venture) effort to understand and monitor their 

surrounding ecosystem and the players in it.    

Ideation 
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The ways in which ideas were generated differed between the three cases: Gastrofy used the 

Business Model Canvas to aid idea design, however, states that this tool was more beneficial 

when communicating their idea to others and less used during business model changes in the 

later stages of the venture; Middagsfrid facilitated idea design by receiving external consultation 

by a business coach, who advised Middagsfrid to unconstrained thinking (outside-the-box) and 

to conceptualize the business idea along the dimensions of the business model by use of a 

questionnaire, and, furthermore, to visualize the product with pen and paper; the ICA franchisees 

and the ICA e-grocery bag project team did, however, not state that a business model tool was 

used.    

As the founders of Gastrofy were not employed prior to (nor had they started a business before) 

conceiving of their business idea, one could infer that their thinking was not rooted in any kind 

of business logic, other than that which they had accumulated during their education about 

business or by their external (unparticipatory) perceiving of business in general; Hence, their 

tendency to think outside-the-box was greater than those having their thinking rooted in current 

business logic. Similarly, in the case of Middagsfrid, Kicki did not have any established or 

formal business logic that she could fall back on and use to aid the conceptualization of her 

business idea and instead let external consultation, a business coach, guide her; thus, not having 

an initial business logic barrier to overcome, facilitated her outside-of-the-box thinking and she 

did not find it difficult to focus on business model thinking instead of thinking solely in new 

product developments. However, ICA, being a large, and to some extent formalized organization, 

comprising many divisions with established routines and tools for activities and processes, 

organizational culture and sequentially a business logic to overcome before efficiently being able 

to conceive of business model thinking. 

Integration 

This is perhaps the least active/emphasized phase across the three cases, at least regarding the 

online players, at least in the sense that it is formalized. This phase is described to comprise the 

activities that focus on the development of a new business model based on promising ideas 

identified in the ideation phase. In the case of the online players (Gastrofy and Middagsfrid), 

both stated that they used a business model tool in the inception stage of their venture: Gastrofy 

used the Business Model Canvas and Middagsfrid used a questionnaire comprising the various 

dimensions of a business model. However, they did not state that a business model tool is used in 

the later stages of their ventures, when making decisions about business model changes, to 

perceive holistically how the change to one dimension of their business models would affect 

their business models as a whole, and, furthermore, how the change would affect the alignment 

with the external ecosystem and the business models of their partners. Nevertheless, the ventures 

of the online players did go through an integration phase whereas a business model tool was used 

to design and integrate conceptually the Who, What, How, and Why dimensions of their novel 

business models, dimensions which, however, changed multiple times throughout the lives of 

their ventures.  
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In ICA’s case, however, as their e-grocery bag business model initiative did go through an 

integration phase, the How dimension of the business model was contingent on the capacities of 

the franchisees at the local stores, and thus during the integration phase the ICA e-grocery bag 

business model was not conceptualized to the full extent but only along the Who, What, and, Why 

dimensions whereas the How dimension was to be designed and implemented by the franchisees 

in the realization phase. 

All the cases, however, makes effort to integrate their customers in the formation of the value 

proposal. Being customer-driven consumer products the effort to integrate the customer is logical 

and facilitates a good customer relationship. As Middagsfrid stated, there are a lot of benefits 

with having long-term customers. 

Implementation 

The implementation phases of the three cases differed in several ways: ICA and Middagsfrid 

conducted pilot studies that uncovered valuable learnings, which subsequently was used to make 

changes to the business model, before it was realized to the full extent, whereas Gastrofy did no 

pilot study but launched their business model directly to the market, which, however, also 

entailed Gastrofy information and learnings that was used to make changes to the business model 

while it was on the market, as an actual pilot study would have. Furthermore, whereas ICA’s and 

Middagsfrid’s approach to realizing their business models were cautious and step-by-step 

strategies, Gastrofy’s approach to business model realization was a trail-and-error strategy based 

on adapting to information uncovered by experimenting. 

Moreover, due to the organization differences between the online players and ICA, the extent to 

which the cases’ business models was designed along the four business model dimensions prior 

to the realization phase differed in the following: while the business models of the online players 

was conceptualized along the Who, What, How, and Why dimensions in the design meta-phase 

before going on to realization, ICA’s business model was conceptualized along the Who, What, 

and Why dimensions in the design meta-phase, leaving the How dimension of their business 

model to be designed during the realization phase. 

In ICA’s case it would entail a considerable amount more investments to make major changes to 

a business model after implementation than it would Gastrofy and Middagsfrid. Consequently, it 

is of a lot more importance that ICA gets it right the first time.  

Thus, the business model innovation process in the organizational context of ICA is more static 

and more sequential as more efforts are invested, and the business model initiative lingers longer, 

in each phase before going on to the next one. In the initial phases of Gastrofy, for instance, they 

applied an open-minded approach and without being “locked-in” to their initial idea, they 

iterated back and changed it when they faced problem they could not have solved operating 

under the initial idea-paradigm. 
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5.3 Discussion 
Initiation 

As all of the cases’ business model ideas came from monitoring the ecosystem in one way or 

another - whether it was as customers of a service that felt could be improved, as a parent seeing 

a lack of an important solution, or as a large franchise witnessing the emergence of service 

solutions that would fit into its own value proposal – we argue, in accordance with 

Frankenberger et al. (2013) that efforts to understand and monitor the surrounding ecosystem are 

vital to sense opportunities for business model initiatives.    

Ideation 

According to Frankenberger et al. the What and Who dimensions are typically determined in the 

ideation phase, however, as the business model innovation processes of the online players where 

different, they both largely depended on signing agreements with partners: Gastrofy first 

approached recipe-sites and (without success) ICA franchisees, with a certain target group 

(visitors of recipe sites) and a certain value proposal (buying groceries from recipes on the 

recipe-sites) in mind to finally sign an agreement with Coop to solve the How and Why, and thus 

enabling another design of value proposal (buying groceries from Gastronauts) to come into 

fruition, allowing a change of target group (followers of famous bloggers and chefs, or simply e-

grocery shoppers looking for the possibility of buying groceries online), that would not have 

been possible before making progress in solving the How and Why dimensions. Hence, as the 

design of the Who and What was contingent on the capacity to solve the How and Why we argue 

that the ideation phase in small novel online venture can stretch across all four dimensions of the 

business model, instead of divide and designate Who and What to the ideation phase and How 

and Why to the integration phase. 

In ICA’s case, however, being a large and resource-full organization, the design of the Who, 

What, and Why dimensions was less contingent on actual progress made in solving the How, 

which enabled ICA’s to focus on the marketing-driven product-to-market perspective during 

ideation, which is in accordance with insights by Frankenberger et al. (2013). 

Integration 

According to Frankenberger et al. (2013) it is in the integration phase that all the dimensions of 

the business model needs to be integrated into a complete and viable business model. However, 

in ICA’s case the design of the How component is contingent on the actions of the franchisees at 

the local stores when the business model is in its realization phase, and as such ICA cannot 

integrate all the dimensions into a complete business model in the integration phase; it is not 

until the realization efforts by the franchisee that the How dimension is designed to the full 

extent and the business model is completed.        
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Furthermore, as the 4I-framework was created due to insights collected from studying large 

multinational organization, the integration phase (whereas it is argued that all BM dimensions 

needs to be integrated into a complete model before it can be implemented) exhibit a high level 

of formalization (to ensure all alignments et c.) which can be time-consuming if you are a small 

firm; furthermore, the online players (Middagsfrid and Gastrofy), especially Gastrofy, stated that 

they did not use a business model tool when making business model decisions to perceive how 

the change would affect their business. This leads us to believe that in the smaller, less 

formalized organizational context of small online firms the integration phase of the 4I-

framework is less applicable.      

Implementation 

According to Frankenberger et al. (2013) the business model needs to be fully implemented in 

order for it to be tested in reality, and, in contrast to product innovation, it cannot be the subject 

of early prototyping and/or shared and evaluated towards customers during development. This is 

in contrast to the findings of this study as both ICA and Middagsfrid managed to conduct pilot 

studies whereas a prototype of their business model was tested towards customers during 

development and valuable learnings was uncovered. 

In the smaller, more agile organizational context of the online players (Gastrofy and 

Middagsfrid) there is - in contrast to ICA’s large franchise organization - more room to make 

mistakes, and thus facilitates an approach to business model innovation that is open and flexible; 

to be able experiment and to make mistakes in order to uncover valuable learnings (McGrath, 

2010; Chesbrough, 2010; Teece, 2010). However, considering that the ICA franchisees develop 

customized solutions of the How dimension of ICA’s e-grocery bag business model, which to 

some extent influence the delivery of the What, and forwards to ICA, directly or indirectly, 

information regarding the efficiency/quality of these various solution variants of the business 

model How, this could be considered as a form of business model prototyping. For instance, if 

ICA notice that their customers prefer e-grocery bag pick-up via a drive-thru solution or that 

centralizing assembly of e-grocery bags offers better quality control, ICA may encourage these 

types of solutions among adopting franchisees in the future. Consequently, ICA should monitor 

closely the franchisees solutions and, furthermore, how these are perceived by the customers in 

order to uncover innovative ways of orienting their business model initiatives. 

Applicability of the 4I-framework in the two organizational contexts 

Regarding business model innovation in the organizational context of ICA, more efforts are 

invested in each phase before going on to the next one, particularly regarding the leap from the 

design meta-phase to the realization phase, which arguably facilitates less iterations between 

phases (especially between design and realization) and, consequently, entail a less chaotic 

business model innovation. Furthermore, as the organizational context of ICA is more 

formalized, with a multitude of levels and channels for information to pass through, causing a 

business model decision/initiative to linger longer (and leave more trace) in each phase on its 
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path from initiation to implementation, we argue that the 4I-framework (Frankenberger et al., 

2013) is more applicable in order to perceive business model innovation in ICA’s context.  

In the case of Middagsfrid and Gastrofy their approaches differed in minor ways. However, the 

main finding was that both of them were allowed to apply a very flexible and agile approach to 

business model innovation which arguably facilitate more iterations between phases and entail a 

more chaotic business model innovation. As illustrated in the case of Gastrofy, they made an 

assumption, designed an idea, which they arguably tested in their efforts to realize it. 

Subsequently, as problems emerged (e.g. Gastrofy failing to sign agreement with ICA 

franchisees) during realization, they could go back to the design meta-phase, make new 

assumptions redesign their business model accordingly, and again make new realization efforts. 

Similarly, in the case of Middagsfrid, Kicki were able make initial assumptions, and without too 

much investment, test and experiment, uncover new learnings which she could not have planned 

for and go back to redesign her business model accordingly. Consequently, we argue that the 4I-

framework is less applicable in order to perceive business model innovation in the context of 

small online players such as Gastrofy and Middagsfrid.         

The processes in the two organizational contexts 

In the case of Middagsfrid and Gastrofy, we argue that the most applicable definition in order to 

perceive business model innovation is Van De Ven’s (1992) third definition of a process. As 

argued by Van de Ven (1992) this model of a process is represented by an underlying pattern of 

cognitive transitions by an entity dealing with an issue. As one could argue that the majority of 

the four phases of business model innovation (Frankenberger et al., 2013), being the three phases 

comprised in the design meta-phase, frequently unfolds, non-formalized, in the heads of the 

decision makers, we argue that this process is hard to measure; thus a formal method of 

perceiving business model innovation in the context of Gastrofy and Middagsfrid would not be 

as fruitful.  

However, in the case of ICA, the organization as a whole is much larger, with several specialized 

divisions and a multitude of formal channels for a decision to pass through, and, furthermore, 

comprising over 1 300 franchisees with physical stores. Consequently, business model 

innovation leaves more formal traces in an organizational context of this nature. Thus, we argue 

that Van De Ven’s (1992) second definition of a process as a category of concepts could 

contribute to the perception of business model innovation in this context. However, as Van De 

Ven (1992) states, to be able to understand how a change occurred, a narrated story of how the 

sequenced events unfold must be provided. Hence, we argue that Van De Ven’s (1992) second 

definition of a process merely can contribute to perceive business model innovation in ICA’s 

context, as Van De Ven’s third definition of a process is needed.    
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An embedded framework of business model innovation for small online firms 

As novel product industries are often very turbulent and demand firms to be agile and to 

constantly able to change and adapt their value propositions and ways of doing business to new 

information we argue that small adaptive online firms in these novel and turbulent industries 

need to put less effort on planning and more effort on sensing opportunities, by approaching 

business model innovation with an open mindset that facilitates prosperous business model 

initiatives to emerge. 

Below is our conceptualization of a framework of business model innovation for small online 

firms that focus on sensing emergent learnings to be incorporated into new business model 

change initiatives. It is a modified version of the 4I framework by Frankenberger et al. (2013), 

however, exhibits one major difference: realization is not seen as a separate phase but as one that 

is embedded in the overarching design of the business model innovation as a whole. We argue 

that new information undoubtedly will emerge once the business model is tested in reality and 

thus new learnings will be made that will lead to changes in the business model dimensions. 

Hence, a complete and viable business model design is contingent on a realization initiative. 

Furthermore, viewing the realization phase as a separate phase might affect negatively the 

managers’ perception by decoupling the business design with the business reality. We argue that 

this embedded framework, whereas design is coupled with reality, offers business model 

innovation a dynamic dimension as the business model design is explicitly contingent on 

unknown information which cannot be identified unless the designated environment is interacted 

with. Furthermore, as the online players (Middagsfrid and Gastrofy) stated that they frequently 

did not use a business model when making business model decisions and thus frequently 

skipping a formalized integration phase, we argue that less focus should be invested in 

formalized planning and integration activities and more focus should be invested in sensing 

emergent learnings through interacting with the business environment. Nevertheless, to perceive 

holistically ones business and business environment is an important prerequisite in order to sense 

opportunities that are fitting to one’s business.      
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Figure 5, a conceptualization of an embedded framework of business model innovation for small 

online firms. 
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6 CONCLUSION, IMPLICATIONS AND FUTURE RESEARCH 

This section will discuss insights of the main findings and in which manner our contribution to the 

chosen research area can be interpreted. 

Research question:  How does business model innovation unfold around an emerging e-grocery 

service in two different organizational contexts in Sweden? 

And the purpose of our study: 

1. Describe how business model innovation have unfolded around a new service in different 

organizational contexts. 

2. Explore the dynamics in business model innovation. 

In the case of ICA their organizational context required them to apply a very systematic and 

cautious approach whereas a lot of efforts were invested in each phase of the business model 

innovation process to make sure that they got it right the first time around. The main finding in 

ICA’s case was that, being a franchise organization, their business model innovation process 

differed with the 4I-framework: instead of integrating all the business model dimensions and 

building a complete and viable business model in the integration phase, ICA built a general 

business model concept along the Who, What, and Why, leaving the franchisees to create 

customized store-local solutions of the How in the realization phase.    

In the case of Middagsfrid and Gastrofy their approaches differed in minor ways. However, both 

of them were allowed to apply a flexible and agile trail-and-error based approach to business 

model innovation, with short lead-times between design and realization both of them made 

realization initiatives that uncovered new learnings that was quickly incorporated into new 

business model change initiatives. With an open mind and not sticking to their initial ideas and 

assumptions they were able to make changes to their business models in order to eventually be 

successful in a turbulent environment around a novel service. The main finding in the case of the 

online players was that, in their small organizational contexts whereas the decision processes 

about business model changes sometimes occur relatively un-formalized as cognitive processes 

in the heads of the decision makers, the design phase and the realization phase are closely linked. 

This insight not in accordance with teachings of the 4I-framework whereas realization is seen as 

a separate phase. To conceptualize this insight of the business model innovation process in the 

organizational context of small online players we created an embedded framework (figure 5), 

which is a modified version of the 4I-framework adjusted to convey more appropriately the 

business model innovation process in a less formalized organizational context of small online 

firms.          

The contribution of this study to business model literature is twofold: (1) by exploring the 

dynamics of business model innovation in two different organizational contexts the 
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generalizability of the 4I-framework by Frankenberger et al. (2013) across these contexts was 

tested, (2) via insights from analyzing our cases we developed a modified version of the 4I-

framework adjusted to fit more appropriately the business model innovation process in 

organizational context of small online firms, which is referred to as an embedded framework of 

business model innovation for small online firms (figure 5). This study acts as a stepping stone 

for managers to better master their business model innovation endeavors in large franchises and 

online start-ups in the e-commerce industry.  

Suggestions for further research are: (1) to explore the generalizability of the embedded 

framework by using it to perceive business model innovation in multiple cases small online start-

ups in the e-commerce industry, and (2) to use the 4I-framework to perceive business model 

innovation processes in multiple large franchises in order to better establish the dynamics of each 

phase in this context.   
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