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Abstract

The popularity of sports and health tracking applications has increased on rapid pace during the past years, and it is predicted to grow even more in the next few years. The low costs of distribution channels, such as Apple Store, Google Play and Microsoft App store have encouraged many companies to develop sports tracking apps for consumers. Currently, there are dozens of applications to monitor your running, cycling, swimming and many other outdoor activities, and with the introduction of smart watches the “Big” players, including Apple, Google and Microsoft have entered the market as well. The fierce competition has caused companies, like Sports Tracker to consider its current business model. This study analyzed Sports Tracker by applying three different methods published in the academia. The first method was used to study the market and to construct four possible scenarios for the future market situation. Thereafter, the Value Network Configuration –method was applied to find different service configurations, of which the most feasible one for the best case scenario was chosen for further analysis. In the final step, the business model for the chosen configuration was analyzed with STOF –method in order to find the critical design issues and success factors in four different domains.
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1. Introduction

The activity tracking market is growing and changing quickly forcing companies to find ways to either differentiate their offering or quickly adapt to the changes. Sports Tracker is at the moment offering a smartphone/smart watch application for tracking sports activities with GPS and accelerometers. In 2015, Amer Sports, a large sport goods corporation acquired them. As a result of both the evolving market and the acquisition, Sports Tracker is looking for new business opportunities.
The purpose of this research is to construct a solid business model for Sports Tracker with regard to future key trends and uncertainties. The aim is to answer questions such as “What direction should the company take in order to adapt to the rapid changes in the market?”, “Which technology will be the main hub in 3 years, the phone or the watch?” and “How should Sports Tracker incorporate the other brands of Amer Sports to its business model?”.

In the following chapters we will present the methods used for the research, present the company and the case and discuss the results of using each method on the case. We will then conclude with the most important findings and some suggestions for future research.  

2. Methods 

As a base for our research, we used three different frameworks: Scenario Analysis, Value Network Configuration and the STOF Method. The Scenario Analysis helped us to set a scope for the research, identifying key stakeholders and creating initial scenarios for the project. After this, the value network allowed us to identify the business and technical interfaces between the stakeholders and lastly, we took a deeper look into the service, technological, organizational and financial domains of our offering with the STOF method. 

During the project, we also discussed with a representative from Sports Tracker to get additional information about the company and the market. However, as we did not sign a non-disclosure agreement we did not receive any detailed or classified information. 

2.1 Scenario analysis

The scenario planning framework is used to give a basis to strategic thinking when conducting new business models. It aims to create plausible scenarios and to help the user to analyze the behavior of the market in these scenarios. The purpose of this step is to obtain an overview of the market, and look at the future by identifying the basic trends and key uncertainties.  (Schoemaker, 1995) 
The method consists of ten steps (Schoemaker, 1995) of which we only used the first five. 
1. Define the scope
The first step dictates the scope of the research in terms of timeframe, markets and technologies. The most important part is the timeframe, since it gives the conditions for choosing the variables in all of the following steps. For example, if a timeframe of 1 year is chosen, radical technological development can be left out from the analysis. On the other hand, with a timeframe of 10 years, larger technological and market changes can be considered.  (Schoemaker, 1995)
2. Identify the major stakeholders

Major stakeholders include all the actors that have an interest in the case company or can affect it in some way. These stakeholders include customers, suppliers, shareholder, competitors and customers. The stakeholders’ roles and power positions in regards to the case company should also be considered in this part.  (Schoemaker, 1995)
3. Identify basic trends 

Basic trends mean the political, economic, societal, technological, legal and industry trends that affect the market and the case company. In this part, each trend should be identified and its effect on the company analyzed. Trends are events that are going to happen with certainty. Any events that are uncertain belong to the next step.  (Schoemaker, 1995)
4. Identify key uncertainties

The purpose of this step is to identify which are the uncertain events that affect the market. Again, factors to be considered are political, economic, societal, technological and legal. The goal is to find the two most key uncertainties which act as the basis for the next and final step of the scenario planning tool.  (Schoemaker, 1995)
5. Construct initial scenario themes

In this, the final step, initial market scenarios are constructed. The two most key uncertainties, discovered in the previous phase are used to draw up a scenario matrix. The two uncertainties construct the vertical and horizontal axes yielding a total of four market scenarios. An example of a scenario matrix can be seen in Figure 1. 
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Figure 1. The scenario matrix (Casey, 2010).
2.2 Value Network Configurations (VNC)

Value network is a node-link diagram that displays a company’s business environment identifying the company, its major stakeholders and the business and technical interfaces between the company and the stakeholders (Casey, 2010). To configure the value network we used the major stakeholders identified in the scenario planning phase. Each stakeholder was represent with the block seen in Figure 1.
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Figure 2: VNC building block.
After this step, the constructed value networks should be considered to the initial scenarios and see if they match. The goal is to find the most feasible value network configuration considering the company and the chosen time frame and use it to construct a final business model in the final phase of the analysis. We constructed four VNC’s based on the four scenarios obtained in the first part. 
2.3 STOF method
The final step, STOF method, aims to create business models according to four domains: Service, Technology, Organization and Finance. The method’s output is newly designed business model for a chosen scenario and value network configuration. (Bouwman, 2008)
The STOF method (see Figure 3) consists of four steps: Quick Scan, Evaluation based on Critical Success Factors (CSFs), Specification of Critical Design Issues (CDIs) and Robustness check. The quick scan gives a quick overview of the service, technology, organization and finance domains of the new business model, the critical design issues are variables that are key for the success of the business model in each domain. The critical success factor and robustness check finalize the business model by taking a critical look at it and analyzing its probability of success. (Bouwman, 2008)
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Figure 3: STOF method (Bouwman, 2008).
3. Sports Tracker description and current business 
3.1 Brief History

Sports Tracker offers a sports tracking application for Smartphones/Smart watches. The idea for the app was born in 2004 at the Nokia Research Center and in 2007 the Beta version of the app was released. In 2009, Nokia decided to shut down Sports Tracker Beta leading to a Nokia spin-off “Sports Tracking Technology Ltd” founded by the core team behind the app. A new version of the app for Nokia Symbian was launched in 2010 and then in 2011 the app was launched for Iphone, Android, Windows Phone and Nokia N9/Meego. As of 2015 the Sports Tracker is a part of the Amer Sports Corporation. 

3.2 Case Description
In this analysis we focus on the company Suunto which is a provider with measuring instruments. It provides customers with sports tracking products and software for monitoring and displaying the collected activity data. 

The primary service of company Suunto is the smartphone application for tracking sports activities with GPS and accelerometers. Currently the application is available on Android and iOS platforms while the Window platform will be discontinued soon. The service Sports Tracker targets on the customers who are interested in sports tracking. It allows customers to track their sport activities and display the collected sports activity information on the smartphone application. At the same time, the collected data will be sent to and stored in the cloud server for management and analysis. 

With the development of new technologies, in the future, smart watches may take place smart phones to be the dominant mobile hub. Additionally, the Internet-of-Things may create possibilities to track more activity information rather than limited in the sports field. As a result, Sports Tracker has to consider these new technologies in its service and generate new business opportunity. Regarding large amount of users, Sports Tracker acquires much more user information stored in the cloud which might provide a new business opportunity to sell the data to 3rd party companies, for example medical research and insurance companies. Meanwhile, collaborating with other Amer sports branches, it might share the collected data with them in order to improve their products. 

3.3 Competition
The competition in sports, fitness and activity tracking market is increasing due to low entry to market barriers. Basically, everyone with programming and data skills can develop a sports tracking app, and when the distributions costs of the app are low it is no surprise that there are dozens of applications trying to gain their share of the market. In 2011, ABI research group predicted that there will be $400M market for sports and health apps and Technavio predicted that the market size will grow at a CAGR (Compound Annual Growth Rate) of 31.35% during the period 2016-2020  (Gullo, 2011) (Infiniti Research Limited , 2016). Based the aforementioned numbers there is market for companies, such as Sports Tracker. The problem is though that as the number of similar apps increases the only way to increase the market share is to lower the price of the app. Currently, the price of Sports Tracker is one of the lowest among the large companies providing similar kind of apps (see Appendix A, Table 7). 
Today, the app market is slowly changing due to acquisitions made by large sports brands, such Under Armour (Endomondo and MyFitnessPal), Adidas (Runtastic), Asics (Runkeeper) and Amer Sports (Sports Tracker) (Sawh, 2016). The competition is not just between the application providers anymore, but also between the brands owning these apps. This, obviously, means that app providers are not dependent of the subscription revenues which can even lead that they provide the premium version of application for free in order that the brands could sell more sports wearables or equipment.
4. Scenario Analysis
We created four market scenarios based on the two most key uncertainties facing the sports and technology markets. The scenarios will be presented at the end of this chapter, but first we will go over the steps of the scenario planning framework. 
4.1 Scope 

At the initial meeting with our contact person, he instructed to choose a relatively short time frame of 3 years due to rapidly changing the sports industry. In addition, the current technology landscape is frequently undergoing changes and disruptions. Future technologies Sports Tracker has to consider are smart watches and the Internet-of-Things. 
Marketwise, Sports Tracker is currently operating purely business-to-consumer (B2C) collecting its revenues from the application’s premium subscribers. The application is available in Europe through Apple’s AppStore and Google Play. The Windows Phone version of the software will be discontinued during this year. In addition to the current market segments we included the business-to-business (B2B) market as a source of new business opportunities. 

From technology point-of-view, Sports Tracker currently deals with a mobile application, a web service and Amazon AWS cloud platform. In the future, sensor technologies and smart watch will be a bigger part of the technology consideration. 

4.2 Major stakeholders

The major stakeholders regarding Sports Tracker are

· Own organization (Amer Sports)

· Other Amer Sports brands (e.g. Wilson, Precor, Salomon)

· Customers (consumers)

· Competitors (e.g. Fitbit, Endomondo)

· Distributors (AppStore, Google Play)

· External partners (e.g. Software development partner)

The distributors possess the most power over the availability of the Sports Tracker. If Google or Apple wanted to seize control of the sports application market they could ban every other fitness application from their respective app marketplaces. Customers are the second most powerful stakeholders and customer satisfaction is a key success factor for Sports Tracker. That being said, the company holds a very loyal and long-time core customer base. 
After the acquisition by Amer Sports, Sports Tracker is looking for increased co-operation with other Amer brands. That could mean trying to figure out how a sports equipment manufacturer such as Wilson or Salomon could benefit from Sports Tracker clients and their data. Competition is not seen as a major threat in the company. Sports Tracker sees most of its competitors as possible partners in the future. 
4.3 Basic trends and key market uncertainties

Basic trends in the market relate to consumer lifestyle and technological advances. Generally speaking, consumers today want to live healthier and also keep better track of their activities. The activity tracking can be performed with a growing variety of smart devices and sensors. 

The two most key uncertainties in the market bearing in mind the three year time frame are:

1) What will be the primary Internet hub (Smart phone vs. Smart watch)?
2) How willing are consumers to allow the usage of their personal data?
The first uncertainty relates to the possibility of the smart watch overthrowing the smart phone as the primary mobile device in the future. Currently smart phones act as the most common mobile Internet hub, but this power position could change in three years if smart watches become more popular. If the smart watch disrupts the smart phone market, Sports Tracker would have to focus on tracking via their watch application and relaying data collected by other sensors through the watch to the cloud.
Secondary, as many applications and businesses today are accelerated by cleverly utilizing customer data, new business opportunities arise from selling the data forward to other interested parties. It is uncertain though, how willingly consumers will let their activity and health data be sold forward. In Sports Tracker’s case a possible new B2B business opportunity, would be selling of the consumers’ activity data to insurance companies and medical research facilities. This, obviously, would require consumer consent. 
A third, though less probable, market uncertainty is the distributors’ decision to keep their application marketplaces open to other activity tracking applications. As stated previously, Google and Apple can decide to dominate the tracking industry and disallow competing applications from their app stores. This scenario though is not viewed as likely by Sports Tracker. The basic trends and key uncertainties are summarized in the Table 1.
Table 1: Activity tracking market – Basic Trends and Key Uncertainties.

	Basic Trends
	Key Uncertainties

	Increased monitoring of fitness and health
	Dominating device?

	Increasingly holistic activity tracking
	Public Data vs. Private Data?

	Growing selection of smart devices
	Google or Apple wants to dominate the whole industry?

	Decreasing cost of sensors
	


4.4 Initial scenarios 

Based on the two most key uncertainties (dominating device and public vs. closed data) we constructed the scenario matrix presented in Figure 4. 
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Figure 4: Initial market scenarios.
Data Silos
The first scenario marks the current situation. People are using smart phone and smart phone connected sensors to track their running, cycling and other activities. Lots of data is created but it is not fully utilized by the companies who collect it. Consumers’ mind set about companies selling their data is starting to be more open, but there are a lot more possibilities to look for. As the smart phone is still the dominating device, smart watch is viewed by consumer as non-essential and more of an expensive toy.
Opening of Data

This is the scenario where consumers are highly willing companies to use their data and furthermore, sell it forward. This would open several new opportunities for companies such as Sports Tracker, who collect a lot of data about their customers and would now be able to sell that data to other companies. In this case the, the smart phone would still be the main Internet hub so additional sensors would be required for more advanced tracking, such as heart rate monitoring. 
Tracking Overlays
The third scenario entertains the though of the smart phone market’s disruption by smart watches. People would no longer carry phones in their daily business, they would use smart watch and possibly connected sensors for activity tracking. A watch’s power over the phone in activity tracking comes from its effortlessness. A watch is always carried along by people and it can monitor it includes a heart rate sensor in addition to GPS and accelerometers. The full utilization of data would still not be achieved in this case.
Data Paradise

The final scenario would enable full utilization of data for companies and effortless health and activity monitoring for consumers. A smart watch could be used to monitor everyday activity and vitals around the clock, producing vast amounts of data that could be used by the data gathering company for additional sources of revenue. This scenario would probably mean the entrance of new players, such as insurance and medical companies, to the market.
5. Value Network Configurations
We constructed four Value Network Configuration (VNC) based on the scenario matrix created. Among them, the essential VNC is the one where the watch hub and 3rd party data usage are considered as key factors in the market. It might provide a new business opportunity on business-to-business market and generate significant revenue. We also constructed the current VNC based on phone hub as well as two alternative VNCs based on watch hub and sensor hub. 

To configure a value network, it is necessary to identify the interlinked actors and technological components (Casey, 2010). That is, we need to identify the company, major stakeholders and the business and technical interfaces between the company and the stakeholders. As mentioned in the case description part, the main objective of the company is to offer the service with new dominant technologies in the market, which can aggregate the collected data by sensors via watch. Moreover, based on the huge database with customer information, the collected activity data has a potential business opportunity to be sold to 3rd parties. 
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As we can see from Figure 5, in the essential VNC, the smart watch is considered as the dominant mobile hub which is utilized to aggregate the collected activity information. Moreover, the Activity Tracker service has the data usage permission to offer the data to 3rd party (e.g. Health care, insurance, Amer Sports) as a new business opportunity. That is, the Activity Tracker provides the collected activity data as intangible benefit to 3rd parties in exchange of money.

The end-user owns data tracking sensors for collecting activity data and aggregate via smart watch application based on Bluetooth. In VNC 1, the end-user engages a contract with a broadband access operator for transferring the data to the cloud server. Additionally, it has a contract and technical interface with platform distributors. 

Activity Tracker performs the role of developing the application and delivering it on different platforms. There is contract between it and platform distributors, as well as the technical interface to deliver the application on the platforms. Meanwhile, Activity Tracker has a contract with cloud provider for storing and managing the collected data.  The activity information is directly sent to the cloud server across the wide access network. In VNC 1, the information collected by Activity Tracker is allowed to offer for 3rd parties, which leads to a contract between 3rd parties and Activity Tracker. 

In VNC1, the case company utilizes the large database of activity data effectively. The user information is offered as intangible benefit to 3rd parties in exchange for monetary benefit. As a result, it might be the most profitable VNC for the Activity Tracker. 
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We also configured the VNC where phone considered as dominant mobile hub in current market. According to Figure 6, in this VNC, the collected data is owned by Activity Tracker. Hence, it is not distributed to 3rd party companies. Currently, the collected data from sensors is aggregated in the smartphone application and sent to the cloud server. The Activity Tracker has contracts with cloud provider and platform distributors. Additionally, other elements remain the same in regards to VNC 1. In VNC 2, the company keeps the phone as dominant factor instead of utilizing new technologies to optimize the service. Consequently, the company might lose competitive power in the market in VNC 2.
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The VNC 3 seen is configured based on the sensor hub. It can be seen from Figure 7, in this VNC, the sensor can collect activity information and has technical interface with cloud provider which is allowed to directly transfer data from sensor to cloud. However, the collected data is private which means only the Activity Tracker can own it. In VNC 3, the application is utilized to display information and has technical access to fetch the data from the cloud server.  There might be a risk in VNC 3 if the 5G is not available within the defined timeframe. Additionally, the collected data is only utilized to optimize the Activity Tracker service in this network. As a result, compared to VNC 1, it might be more unstable and generate less value for the company. 
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Figure 8: VNC 4 – watch hub.
As we can see from Figure 8, the fourth VNC we configured is similar to the essential one. The smart watch is considered as the dominant mobile hub in the market. However, in VNC 4, the collected data is not allowed to offer to 3rd party companies, which only can be accessed by the Activity Tracker. The Activity Tracker has contracts with cloud provider and platform distributors in VNC 4. VNC 4 might be the most possible scenario in the future. However, compared to VNC1, it lacks the data usage permission which renders it less attractive for the company. 

6. STOF Method

6.1 Service Domain

Service concept

The new service concept of the case company is to offer a smartwatch application as well as a web service for displaying activity data collected by sensors. That is, the collected data will be aggregated in the smartwatch and directly sent to the cloud server for store and management. Additionally, the case company has the data usage permission which generates a new business opportunity to offer the data to 3rd parties. Consequently, the case company might keep its competitive power in the market and acquire significant revenue.

Targeting

The primary target group of the new service should be the ones who have enthusiasm on activity tracking or pay more attention to self-health maintaining. Moreover, based on the large database of customer information, the secondary target group might be third parties who need the data to optimize their service (e.g. Medical research and insurance companies, Amer Sports).

Value proposition

In the new business model, the value proposition of the service should accord to target groups. For the customers interested in health monitoring or activity tracking, they have an opportunity to monitor their daily activity and evaluate their health condition. That is, the sensor attachment customized to sports products will collect daily activity data and display it on the smartwatch application to customers. Additionally, the 3rd party companies can get detailed and anonymized data from sports tracker to better target their services.

The Critical Design Issues in the service domain are targeting, creating value, branding and customer. The relevant critical design issues and corresponding solutions are listed in Table 2.

Table 2: Critical design issues in Service Domain.

	Critical Design Issue
	Solutions

	Targeting 


	· Services co-created with third party(customers permit to sell the collected data)



	Creating value


	· Data collection by sensors

· Data aggregation via watch



	Branding


	· Bundling services with Amer Sports products



	Customer retention


	· Frequent feedbacks 

· Personalized activity system




6.2 Technology Domain

The technical architecture of Sports Tracker consists of the sensors, smart watch application, web application and cloud infrastructure. Well-functioning integrations between these systems are critical, as well as the integration to external systems such as a third party insurance company. Of these systems, the smart watch and web application are developed by Sports Tracker and Amazon AWS is used for the cloud platform. The technology architecture can be obtained from the VNC’s by removing the business actors and interfaces. Figure 9 illustrates the high level architecture. 
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Figure 9: High level architecture of VNC configurations.
The Critical Design Issues in the technology domain are user data management, user access management, security and integrations. Their description and balancing requirements are listed in Table 3.

Table 3: Critical design issues in Technology Domain

	Critical Design Issue
	Description
	Balancing Requirements

	User data management
	How to manage data of different users?
	How to manage data of different users?

	User access management

	How to control access of consumers and businesses?
	Quick data access vs. security

	Security
	How to securely store sensitive user data to the cloud?
	Ease of use vs. privacy

	Integrations
	How to integrate with 3rd parties?
	Flexibility vs. costs


6.3 Organization Domain

The activity tracking service in our scenario would have the current business arrangements with App marketplaces and with a cloud provider. The differing factor in our scenario is the 3rd party actors. The idea is to involve 3rd parties such as Amer Sports, health and insurance companies in order to provide the user with more incentives to use the application. The value network for the organization domain is illustrated in Figure 10.


[image: image10]
Figure 10: Organization Domain value network.

The arrangement with Amer Sports would consist of activity tracker service providing Amer Sports with user data. Amer Sports could then through the app perform personalized advertisement and also, in the case that users use other Amer Sports products such as running shoes, be able to get information of durability. As Sports Tracker is a part of Amer Sports some kind of business arrangement that serves Amer Sports would be natural. 

The application gains a lot of valuable health and activity information about the user that could, with the permission of the user, be very valuable to the insurance and health companies. An arrangement like this would both gain Sports Tracker and the users as it could lead to more personalized insurance agreements and more potential users for Sports Tracker. At the moment Lähitapiola and Polar have this kind of an agreement and offer their customers a service called Smart Life-insurance (“Älyhenkivakuutus”).  

The Critical Design Issues related to the Organization Domain are Partner Selection, Network Openness, Network Governance and Network Complexity. The issues for our scenario are described in Table 4.

Table 4: Critical design issues in Organization Domain.

	Critical Design Issue
	Description

	Partner Selection

	· Cloud services outsourced

· App distribution through established marketplaces

· Open to collaborate with different watch brands

· Collaboration with 3rd parties



	Network Openness

	· Share customer data with 3rd parties 

· Data usage with different applications

	Network Governance

	· App marketplace and cloud platform is dominated by big players

· High competition in app market



	Network Complexity

	· Insurance company policies

· Data sensitivity




6.4 Financial Domain

In financial domain, the benefits and risks among the different actors are addressed. The main issue here is that all parties in the value network must yield enough benefits for their their efforts, costs and risks in order to take part in the service offering. The benefits for the parties can be either monetary, or intangible, such as access to new technologies or user data.  (Bouwman, 2008)
Currently, Sports Tracker’s main income has been the revenues from the subscription fees and it has carried all the risks and costs. While it has managed to yield enough revenues to continue its business the increasing competition in the sports tracking market has caused some uncertainty about future revenues. In our proposed business model, Sports Tracker would not only receive revenues from subscriptions, but also from the data it sells for the 3rd parties (see Figure 11).  
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The main CDIs that Sports Tracker needs to consider in the new business model are Pricing, Division of investments and risks, and Division of costs and revenues (see Table 5). Currently, the price of the application is one of cheapest in the market (see Appendix A, Table 7), meaning that it would be difficult to lower the price without yielding losses from subscription fees in order to increase the market share. However, it could more profitable as whole to sell the application at lower price and gaining more market share because Sports Tracker could sell more data to the 3rd parties. It all depends how much the 3rd parties are willing to pay for the data. 

The new service offering will be built around data analysis and data representation, meaning that Sports Tracker would have to possibly invest in new competencies if they plan to do the whole service offering in-house. This would be obviously riskier, but the revenues received from the 3rd parties would higher. Another possibility is to divide the investments costs, for example, with Amer Sports, or to leave the data analysis completely for the 3rd parties. In this case, Sports Tracker would act only as a data-collector. However, this option would not be beneficial neither for Sports Tracker or the 3rd parties because the main competency, for example, of insurance companies is not the analysis of the activity data, but the analysis of finance data.
The new service offering will provide a vast amount of intangible benefits for the 3rd parties. For example, the products of Amer Sports could be improved by the data collected by the sensors attached to the end-users equipment, or the sales could be increased through advertisements in the application. As for the insurance companies, the data could be useful when discounts in insurances are given to customer. Overall, the new service offering will provide enough benefits for all the actors in the value network with the minimal risk. 

Table 5: Critical design issues in Financial Domain.

	Critical Design Issue
	Balancing requirements

	Pricing

	· Increasing the market share by reducing app price 

· Less revenue from app and more data for 3rd parties

OR

· Keeping the app price as it is

· More revenue from app and less data for 3rd parties



	Division of investments and risks

	· Developing complete data analysis app

· Riskier for Sports Tracker if additional investments are needed

OR

· Analysis of the data is done by 3rd parties

· Risks are more evenly distributed in the network



	Division of costs and revenues
	· Service development costs carried by app developer

· 3rd parties receive intangible benefits




6.5 Critical Success Factors

The aim of evaluating the critical success factors (CSF) is to analyze the viability of the scenario. There are four CSFs for creating customer value and four CSFs for creating network value. The CSFs related to customer value are Clearly Defined Target Group, Compelling Value Proposition, Unobtrusive Customer Retention, and Acceptable Quality of Service. The network value creating CSFs are Acceptable Profitability, Acceptable Risks, Sustainable Network Strategy, and Acceptable Division of Roles. The CSFs are evaluated and assessed as either positive or negative. A negative assessment implies that the business model is lacking in this factor and implies that the CDIs related to this CSF should be re-evaluated and redesigned. And in relation a positive assessment implies that the business model is in line with the CSF statement.  (Bouwman, 2008)
In Table 6 we have evaluated the CSFs with positive and negative assessments and added some explanations to the assessments. The two CSFs that have negative assessments are Unobtrusive Customer Retention and Sustainable Network Strategy. These are both negative due to high competition. There is massive competition in the sports and activity application market and in case big players such as Apple and Google decide to own the industry, smaller players such as Sports Tracker will have little chance to survive.
Table 6: Evaluation of Critical Success Factors

	Critical Design Issue
	+/-
	Balancing Requirements

	Clearly defined target group 
	+
	People who want to keep track of their health and activities 



	Compelling value proposition 
	+
	Easy way to keep track of your activities (and benefit financially from healthier living) 

	Unobtrusive customer retention
	-
	Seamless integrations and ready-to-use applications 
Lots of competition

	Acceptable quality of service
	+
	Data storage in watch to prevent data from being lost 



	Acceptable profitability
	+
	Stable VNC



	Acceptable risks 
	+
	Non-significant investments 



	Sustainable network strategy
	-
	Amer Sports under the same roof
Risk of Apple/Google owning the industry? 

 

	Acceptable division of roles


	+
	Keeping the core competencies in-house 




7. Conclusions
In this paper we presented our analysis of Sports Tracker and defined the critical design issues and success factors that need to be taken into consideration in the new business model. The company was one of the first sports tracking application provider in the current market. Over the years, the amount of companies providing similar apps has increased over the years which has forced Sports Tracker to reconsider its current business model, especially now when it is operating under Amer Sports. Currently, Amer Sports are trying to integrate Sports Tracker into their business model, but have not yet found a viable solution for this.
The sports and health tracking market is constantly changing which makes hard for the companies involved to predict the future and to invent something that would appeal to consumers. In our scenario analysis, we came to into conclusion that the most viable option for Sports Tracker’s new business model would be the scenario where the smart watch is acting as hub and the data collected from the sensors attached to end-users’ equipment could be sold to 3rd parties. 

Our value network configurations for the different scenarios illustrated how actors would be positioned in different configurations. As was stated before, the most interesting option Sports Tracker and for Amer Sports as well would be the VNC1, in which the Sports Tracker –application is not only providing the important information collected by the sensors to end-users, but also for 3rd parties with the permission of end-users.
With the STOF –analysis we managed to find several critical design issues and success factors in the different domains that need to be considered in the new business model. Some of the issues need balancing whereas the other provide solutions for the new business model.
Some of the recommendations for Sports Tracker were presented during the analysis, but in addition them we would recommend Sports Tracker to find whether there is possibility to sell the user data to insurance or health care companies. Amer Sports brands should be also integrated with the application in order to make the new service appealable to consumers.
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Feedback for the course

The course was very different from other courses as it consisted of very few lectures and the main part of the course consisted of brainstorming with the case group until a solution was found. It was a learning experience but at some times frustrating when trying to grasp what perspective to take on the problem at hand.

It might have made more sense to hold the lecture about a certain topic 2 weeks before the presentation of that topic - the fact that the lectures were only one week before the next presentation felt a bit late considering they covered the relevant theme/framework for the presentation. Otherwise the schedule was good as it kept us active and still gave us enough time to prepare for the presentation.

The frameworks and theories were very interesting and valuable for future case studies. They were all challenging and required us to really investigate and think out of the box. At moments it was difficult to understand what to focus on as our discussions usually went into all directions possible. However, we were always able to come to some kind of conclusion. As some of the frameworks were a bit difficult to grasp it was good to have the exam in the beginning of the course so that we all had some idea of them already before we started working on the case.

A proposal for the future is to maybe add one/some tutoring with the professor or the course assistant where the group can discuss the case and ask questions and get some advice. As the process between presentations at some points felt very confusing it might have been good to discuss it with someone with another perspective.  
Appendix A
Table 7: Market analysis of sports and activity tracking applications.

	App
	Platform
	Smartwatch connectivity
	Price
	Rating (Google Play)
	Downloads (mil.)

	Sports Tracker
	iOS, Android, Mstore, BB, 
	Android, Apple
	$3.99/month or $27.99/year
	4.5
	5-10

	Fitbit
	iOS, Android, Mstore
	Own smartwatches
	£39.99 /year
	3.9
	10-50

	Endomondo
	iOS, Android, Mstore, BB
	Apple, Android, Sony, Pebble, Samsung 
	$5.99/month or $29.99/year
	4.4
	10-50

	Strava
	iOS, Android
	Apple, Fitbit, Sony, Garmin, Pebble, Microsoft
	$6.00/month or $59.00/year
	4.6
	5-10

	GoogleFit
	Android
	Androidwear
	$199 watch with heart monitor
	4
	10-50

	Runtastic
	iOS, Android, Mstore
	Apple, Android, Samsung, Sony, Pebble
	$4.99/month or $35.90/year
	4.6
	10-50

	AppleHealth
	iOS
	Apple
	$299 price of watch
	N/A
	5-10


Figure � SEQ Figure \* ARABIC �5�: VNC 1 – watch hub and 3rd party usage.








Figure � SEQ Figure \* ARABIC �6�: VNC 2 – phone hub.








Figure � SEQ Figure \* ARABIC �7�: VNC 3 – sensor hub.











Figure � SEQ Figure \* ARABIC �11�: Revenues (green) and costs (red) in the new finance configuration.
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