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Through mergers & acquisitions and foreign direct investment, some telecom companies 

have become global and very large. They run numerous activities to develop synergies and 

common standards that can gain them competitive advantages in the multiple countries they 

operate. This research investigates how service standards are being managed to bring 

advantages and relevance in different countries. 

Two cases are studied from a global telecom company, Norway’s Telenor Group. The first is a 

Content Provider Access (CPA) system which enables third party content providers to 

provide content to mobile subscribers by using the mobile operator’s SMS delivery and 

billing system. Using a case study methodology the research examines how the CPA was 

recreated to varying degrees in Malaysia, Thailand, Hungary and Ukraine. 

The second is a mobile service catering to the youth. It was felt that the youth would be more 

similar in the different countries and Telenor wanted to create a standard way of 

approaching the youth segment. The youth mobile service called djuice, packaged a mobile 

service plan along with mobile content and extra services that were considered attractive to 

the youth. Once again using a case study methodology the research examines how djuice was 

implemented in Norway, Hungary, Ukraine and Montenegro; and follows the development 

of djuice in those countries over an eight year period. 

Using developments from Science and Technology Studies and the actor-network theory, the 

categorization of entities by the space they occupy is used to show how service standards 

such as the CPA and djuice can be described as “fluids”. Fluids are characterized by having 

no clear boundaries, multiple identities, mixtures, robustness, continuity and dissolving 

ownership. The management of the service standards can be seen as the management of 

fluids and is found to be useful for global companies when considering their transfer and 

implementation in different countries. Unclear boundaries require the standard to take 

factors not considered in the original form when transferring to a new country. Misaligned 

identities can create serious impediments to the transfer. Ownership taking and also 

releasing helps create the flow needed for successful transfer. An IBRO (Identities, 

Boundaries, Robustness and Ownership) model based on the fluids characteristics is 

presented as a means for companies to address issues not normally apparent in the 

traditional views of products, services and standards.  



 

 

The research also finds that service standards are nested within a set of hierarchical and 

heterogeneous installed bases. This makes global standardization (keeping it the same across 

countries) and customization (making local adaptations) of service standards a complex 

dynamic. Standardization towards the global installed base is a customization towards the 

local installed base. The closer the service is to an installed base the greater the possibilities 

for economies of scale but also the lower the possibilities for flexibility. The research also 

considers strategies to get the standard to “take off” and describe the considerations, 

advantages and disadvantages of the opportunistic, persuasive, pressure, consensus, 

compromise and tactical methods. As service standards are found to be implementation 

dependent, the methods used not only affect the implementation but the standard itself. The 

use of the compromise method in particular can lead to inconsistent implementations of the 

standard with features that are neither globally nor locally optimal. 

 


