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Executive Summary 
 

 

Sweden Immigration Service brings a new product to a new market and therefore, provides an 

innovative solution for immigrants moving to Sweden and facing a need for information on 

almost all levels in daily life. 

 

The business idea has been formed in order to meet essential requirements of immigrants 

especially in the beginning of their new life in Sweden when language knowledge is lacking and 

cultural distances have to be overcome. The service has been created not only for private 

persons moving to Sweden for several reasons but also for Swedish companies recruiting 

working forces from abroad and for municipalities wishing to help with special solutions 

regarding integration and communication with immigrants. 

 

The founder has a special background as an immigrant who came to Sweden several years ago 

and in addition, she possesses fundamental knowledge about the subject, many years working 

experience and a Master degree in Business Administration. In combination this competence 

could provide a perfect basis for starting and running the business. 

 

The environment for the business is promising. More and more immigrants are coming to 

Sweden and existing authorities and activities are limited in their approaches to improve the 

increasing demand for support and trustworthy connections for immigrants. In the course of 

globalization and an open market within the European Union a cooperating supply in services 

are necessary to secure social well-being for both immigrants and Swedish people born in 

Sweden. 

 

Until now there is no competitor within the market. However, the idea is hard to protect and 

therefore, it might be important to create a special profile for the business already from the 

beginning and to start with brand building strategies directly. Because of the enormous market 

potential there are wide opportunities for growth for the business. 

 

The financial risk is quite low because no big investments are necessary to start and run the 

business. However, profit is not the main goal of the business moreover, customer satisfaction 

and long-term relationships with customers are important. 
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1  Introduction 
 

The following master thesis is written in order to develop a business plan in order to investigate 

a very interesting and special business idea regarding its feasibility. The author got the idea to 

start an immigration service after moving from Germany to Sweden and this idea became a 

clearer picture when studying the Master program Entrepreneurial Management at JIBS. 

Furthermore, the studies encouraged the author to take the risk to start her own business when 

the feasibility was proven. 

 

When planning a business the entrepreneur is standing in front of a huge challenge. In order to 

find the right direction he or she should analyze all the aspects of the venture especially the 

main uncertainties that will undoubtedly arise. A business plan is an excellent tool to evaluate 

the feasibility of the business idea in order to avoid failing (Kuratko & Welsch, 2004). 

Furthermore, it can help the entrepreneur crystallize and focus his or her idea, set objectives and 

give a yardstick against which to monitor performance. A good business plan should emphasize 

the strengths and recognize the weaknesses of the proposed venture (Burns, 2007). It can help 

the entrepreneur to gain a deep understanding of the opportunity he or she is envisioning 

(Timmons, Zacharakis &Spinelli, 2004). 

 

Wickham (2004) described four mechanisms by which a business plan might aid the 

performance of the venture. First, the business plan is a tool for analysis. Creating the plan 

guides and disciplines the entrepreneur in gathering information. Second, the business plan is a 

tool for synthesis. The information generated must be used to provide a direction for the 

venture. Third, the business plan is a tool for communication. The plan provides a vehicle for 

communicating the potential of the venture. Fourth, the business plan is a call to action. It 

provides a detailed list of the activities that have to been undertaken and the outcomes that must 

be achieved. 

 

The business plan is the first, and often the best, chance for an entrepreneur to impress 

prospective investors (Burns, 2007). According to Barringer & Ireland (2008) a business plan is 

not only helpful to convince providers of capital about the profitability and sustainability of the 

business. In addition, it allocate valuable information to all relevant stakeholders like investors, 

suppliers, business partners, and key job candidates by showing how all the pieces of the new 

venture fit together to create an organization capable of meeting its goals and objectives. 
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Writing the plan forces the entrepreneur to review the business critically, objectively, and 

thoroughly. 

 

Especially, when resources are limited it might be reasonable to plan the expenditures carefully 

and in an effective way to get the best possible result. When prepared carefully, the business 

plan acts as an important road map for the venture (Kuratko & Welsch, 2004). 

 

Literature recommending different approaches for writing a business plan and also diverse 

pattern to follow is extensive (Aspegren, Bech-Jakobsson, & Jacobsson, 2006; Burns, 2007; 

Cohen, 1995; Kuratko & Welsch, 2004; Human & Clark, 2004; Barringer & Ireland, 2008; 

Timmons, Zacharakis, & Spinelli, 2004; Wickham, 2004;). 

Timmons et al. (2004) argue that there are several types of business plans. First, a business plan 

in order to attract capital and stakeholders embraces typically 25 to 40 pages. Second, a business 

plan developed primarily for the entrepreneur as an operational plan embraces approximately 80 

pages. The third kind of a business plan is according to the authors called a dehydrated business 

plan and includes only 10 pages. Its purpose is to provide an initial conception of the business. 

Similar types of business plans are introduced by Barringer & Ireland (2008). They present the 

summary business plan (10 to 15 pages) as a first step before writing a full business plan (25 to 

35 pages). Third, they point out the operational business plan (40 to 100 pages) which is meant 

primarily for an internal audience. 

 

While a range of well-known consultants are specialized in writing business plans and offer 

professional solutions, Cohen (1995) points out that the entrepreneur should try to master this 

challenge by himself if possible because he or she knows best the own capabilities, limitations, 

strengths, weaknesses, desires, interests and ultimate goals. 

Although, in literature there are many approaches for writing a business plan and to investigate 

feasibility the entrepreneur has to find out the most appropriate way to examine the business 

idea and should focus on the individual aspects of his or her own venture in order to concentrate 

relevant information of a necessary amount. The outline of the plan should communicate the 

special kind of the business, forward thinking, rationality and efficiency. 

 

Aspegren et al. (2006) accomplished an extensive study about how to write a business plan. 

According to the authors the plan should start with an executive summary of one page. A 

business description should follow with information about the type of business. It should 
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mention the main objectives of the company and in what way the company is unique on the 

market. Furthermore, the key players are important as are the kind of product or service that will 

be provided. In addition, a market analysis should be conducted, and the type of organization 

should be defined. The business plan should reassure readers that the entrepreneur has 

considered all these important issues. 

 

The purpose of the following business plan is primarily to investigate the feasibility of the idea, 

including market potential, product promotion but also economical aspects. The aim  is not in the 

first instance to attract capital but potential stakeholders like human capital and business 

partners. Therefore, key aspects of this work are primarily environmental factors and market 

research. Furthermore, strengths, weaknesses, opportunities and threats should be identified and 

appropriated activities should be designed in order to emphasize the strengths of the proposed 

venture. 

 

In order to get the necessary information for this investigation the author used both the 

quantitative and the qualitative method. Quantitative researches first of all provided data from a 

range of useful statistics. The statistics are in almost all cases taken from WebPages but also 

from relevant literature. The quantitative information is mainly secondary data, collected by 

others and used by the author in order to get an overview of the situation in this field. 

Furthermore, to get insight in special processes she collected qualitative data from primary 

sources such as persons having insider knowledge in the matter. In some cases these persons 

were contacted in the context of a personal interview, in other cases a telephone interview was 

conducted. 

2  Business Description 
 

2.1  Business Idea 

Sweden Immigration Service provides services for people moving to Sweden from abroad with 

insufficient knowledge of the Swedish language and helps them to solve upcoming problems 

with authorities, takes care of their special private requirements, gives answers regarding 

common daily questions and support them to organize their life in Sweden in an efficient and 

successful way in order to increase their life quality significantly when starting a future in 

Sweden. 
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Immigration Service also provides services for people willing to take the challenge to immigrate 

to Sweden by offering appropriate information that they want and need. 

 

2.2  Business Type 

 

Sweden Immigration Service brings a new product to the market. Therefore, the type of the 

business can be seen as an entrepreneurial firm, by creating and seizing a big opportunity. The 

ambition of the entrepreneur is to create a service that has value, that is important to its 

customers, and that provides a measure of usefulness to its customers that they would not have 

otherwise (Barringer & Ireland, 2006). 

The business is knowledge based and aims to solve other people’s problems. Because the main 

focus of the business is to deliver information the company needs only little equipment for 

running the business.  

The company is unique within the market. Until now, the need for this kind of service has been 

recognized by municipalities but an overall organization providing this kind of service does not 

exist yet. Furthermore, meeting the requirements of people moving to Sweden in their own 

language can be seen as unique and important in order to put a finger on their problems. 

 

Wiklund (2007) presented different types of opportunities, as described in Figure 1 below. 

Immigration Service offers a new product within a new market. Although immigrants already 

come to Sweden and the customer group already exists they have not been seen as a target 

group until now to any business. Moreover, the entrepreneur recognized that this group is seen 

more as a problem than a possibility. In addition, the product is also new because it is tailored 

for its market. Looking at Figure 1 the business idea occurs in the red quadrant which is also 

called the suicide quadrant because a high risk is involved. The high risk results from the fact 

that there are no comparable experiences about customer behavior and needs to take into 

consideration and the service is completely unknown at the start. The customer might ask: do I 

really need this? Therefore, the marketing strategy is eminent to implement the product into the 

market. On the other hand, this idea offers huge possibilities when successful. 
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Figure 1:   Different types of opportunity 

3  Background 
 

3.1  Core Competence 

 

Having lived in Sweden now for five years, the entrepreneur went through a hard time in her 

personal life, in getting valuable education, work experience and in building a broad network of 

supporting people. Beside precious experiences the entrepreneur also gained the necessary 

knowledge and competence to support other immigrants during their first years in Sweden. 

 

Further relevant aspects to start this business are the entrepreneur’s former work experience for 

many years in different service business in Germany. She is familiar with the German culture 

and language, the Swedish and the English language. 

She has previously started a business in Germany in 1990, being self-employed for one year, but 

had to leave this because of family commitments. The entrepreneur has further experiences in 

advisory services having been employed at a bank for one year, and has also worked in the 

public sector for ten years. 

When moving to Sweden she acquired a broad experience of other foreign cultures through 

working and studying with foreign people and building a sustainable network in Sweden. 
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Beside appropriate knowledge and experiences the entrepreneur possesses a high intrinsic 

motivation. In combination with certain extrinsic motivators as great positive feedback and 

recognition from external persons when presenting the business idea the creativity of the 

entrepreneur is highly stimulated. 

 

Amabile (1997) found that a high level of creativity is caused by expertise (experiences and 

knowledge), a high interest in this area (intrinsic task motivation) and creative thinking related 

to personal characteristics like a high need for independence, self-control and achievement and a 

high tolerance for ambiguity and risk-taking. In the case of Sweden Immigration Service the 

personal characteristics of the entrepreneur highly conform to these attributes. 

 

Wickham (2004) stated that entrepreneurs are made and not born. Beside innate factors such as 

intelligence, creativity and personality there are factors that can be acquired through learning, 

training, experiences and social factors like experiences in family life and economic conditions 

relevant. In fact, this might be applicable in the case of the founder of Sweden Immigration 

Service. 

For this kind of business opportunity several individual skills and traits are highly fitting the 

opportunity space (see Figure 2).  

 

Opportunity 

)

Individual

space 

 

Figure 2:   How individuals fit the opportunity space (Wiklund, 2007) 
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3.2  Idea Creation Process 

 

Barringer & Ireland (2006) described the way of coming up with a business idea as a result of 

personal characteristics of the entrepreneur. According to the authors several studies showed 

that prior experience and knowledge help entrepreneurs recognize business opportunities. The 

creative process can be broken down into five stages: 

 

Preparation 

The idea of Immigration Service is a result of personal experiences of the entrepreneur when 

moving to Sweden. As an immigrant the entrepreneur received a realistic picture of the new 

culture which was much different than expected. By communicating with many other 

immigrants the fact became obvious that all immigrants more or less face the same problems 

and questions when arriving Sweden. They come with pictures in their heads about Sweden 

generated by media or prospectuses, and colored by their expectations and wishes or promises 

made by future employers or municipalities. The euphoria that brought them to the new country 

does not last longer than half a year, and then the first struggle is a fact. 

 

Incubation 

After realizing the idea of Sweden Immigration Service for the first time the entrepreneur spent 

almost two years thinking about other applications and other business ideas. It was at the stage 

of considering the idea and thinking about future activities in general. It could be called the 

“mulling things over “phase (Barringer & Ireland, 2006). Incubation was both sometimes a 

conscious activity (collecting information, discussing with friends) and sometimes unconscious 

(maturing in the mind). All relevant information was collected when available and the idea 

developed further. During this time the founder got valuable education at JIBS by studying first 

evening courses and later the BBA- program and to prepare decision making while focusing on 

other activities. 

 

Insight 

The solution to main aspects of the business idea is the result of intensive thinking activities and 

the investment of much time in forming a raw structure of the idea and not by a flash of insight. 

It took several months to develop the idea to a real business opportunity. It also took time to 

decide which of several business ideas that might work best and is most appropriate regarding 
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the circumstances. Finally, two factors became relevant for making a choice: ambition and 

feasibility especially in respect to the given resources. 

The insight process is overlapped by the evaluation process. To evaluate certain aspects of the 

idea increased insight in the different possibilities. The entrepreneur felt an explicit need for 

more knowledge and information before pursuing the idea of Sweden Immigration Service. 

 

Evaluation 

Under the evaluation process the idea was subject to scrutiny and analyzed for its viability. 

Evaluation is a particularly challenging stage of the creativity process because it requires an 

entrepreneur to take a candid look at the viability of an idea. When creating the idea of Sweden 

Immigration Service the entrepreneur involved friends and family to discuss the idea in order to 

rework weaknesses, to involve further possibilities and to rethink suggestions. The outcome is 

interesting because the kind of service, the configuration of different products and the 

minimization of risks that changed significantly during this period. 

 

Elaboration 

During this stage the idea got its final form: the details were worked out, and the idea was 

transformed into something of value, such as a new product, service, or business concept. This 

was the point when a business plan was written. The decision to start writing the business plan 

was influenced by the fact that the entrepreneur started the Master program Entrepreneurial 

Management at JIBS. The program provided not only a large amount of useful information, but 

also encouraged the entrepreneur to take advantage of the opportunity to get professional 

support and feedback for developing the idea. Writing the master thesis is the final important 

project when taking this kind of education and what to do after finishing university should be 

forged here. 

 

According to Sarasvathy (2001) the two possible ways to create a business are causal and 

effectual reasoning (se Figure 3). In the case of Immigration Service the entrepreneur used the 

planning mode/ the causational reasoning. The process started with pre-determining a goal (to 

start one’s own business) and a given set of means like knowledge, skills, traits, resources and 

market situation and sought to identify the optimal- fastest, cheapest and most efficient 

alternative to achieve the goal. The process involved the creation of additional alternatives to 

achieve the goal. 
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Figure 3:   The model of effectual/ causal reasoning (Sarasvathy, 2001) 

 

 

On the other hand, relevant aspects of effectual reasoning should also be mentioned when 

coming up with the idea of Sweden Immigration Service. Because the resources were limited 

the goal was determined by them. In this case the entrepreneur has a broad range of interests and 

knowledge and several possible solutions to reach the goal. Furthermore, creativity is one of the 

main ingredients to find the solution which according to Sarasvathy (2001) is characteristic of 

an effectual process. Plans are made and unmade and revised and recast through action and 

interaction with others on an almost daily basis. The effectual process depends on who the 

entrepreneur is, what she knows, and whom she knows. 
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4  Broader Environment 

4.1  Current Situation 

 

Although the political situation in other parts of the world is hard to predict it can be assumed 

that over the next years the stream of immigrants directed of the western world from the eastern 

world will increase. Statistics from the Swedish Migration Board (2008) show that the number 

of immigrants increased significantly from 1980 until 2006 as explained later on in this paper. 

With this in mind the business might have not only a promising future, but also provides 

solutions necessary to meet future challenges and meet essential requirements in our society. 

 

Looking at the broader environment for the business of Sweden Immigration Service it might be 

important to mention the situation of the labor market in Sweden which is according to Engel 

(2008) quite predicable. At the homepage of the Swedish Work Agency (2008) a judgment of 

the current labor market situation is available. The lack of labor force in specialized professions 

is still high and a dominating problem. There are problems to recruit labor force in professions 

like technicians and computer technologists, transport and building specialists. In the public 

sector there is a lack of care professionals like nurses, doctors and dentists. Furthermore, there is 

an absence of special teachers, nursery-school teachers, psychologists and trustees. At the end of 

December 2007 there was a lack in the labor force in 27 professions and in a further 21 

professions there is expected a lack of labor force already in 2008.  

 

Engel (2008) pointed out that many employees with special knowledge will go into retirement 

in the next years and leave the Swedish labor market. Statistics show that it would not be 

possible to fill the gap with young Swedish people because there are too many old people and 

too few young people in the country. Moreover, many young Swedish people leave the country 

to work abroad or choose education with an excess in supply. Already now there is a need to 

hire well employed people from abroad. 

 

Furthermore, the pressing need for a qualified working force is demonstrated by several articles 

in the daily press for example in the newspaper “Jönköpings-Posten”(JP) when the Swedish 

Industry Association in its own research found a significant need for qualified people like cnc-

operators, welding operators and other industry workers (JP, 14th Feb. 2008). 
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According to another article in the JP the Swedish government improved the conditions for 

immigration for people coming from outside the EU in order to find work in Sweden (JP, 28th 

March 2008). 

 

However, getting working force from abroad does not mean that people moving to Sweden 

become integrated in the Swedish culture and are feeling at home. Statistic from the Swedish 

Migration Board show that a great deal of immigrants is moving back to their home countries 

after a while. Although the statistics do not show how long immigrants usually stay in Sweden, 

significant differences become obvious regarding their different reasons coming to Sweden. The 

table in the Appendix shows that the amount of persons coming from North America and 

Oceania and the returning persons from those countries are almost equal. The number of 

persons from EU countries coming for working in Sweden return to a greater extent from 

Sweden (28%) than people coming as asylum seeking persons (11-12%). This difference 

appears natural but in fact, the high number of people from North America, Oceania and the EU 

countries moving from Sweden seems quite high. It can be assumed that on average, 24.8 % of 

all immigrants turn emigrate from Sweden. 

 

4.2  Key Players  

 

Swedish Migration Board 

 

The Swedish Migration Board is responsible for permits for people visiting and settling in 

Sweden, the asylum seeking process from application to a residence permit or to a voluntary 

return home, citizenship affairs, helping out with repatriation, international work in the EU, 

UNHCR and other collaborative bodies and ensuring that all the relevant public authorities 

work together satisfactorily. 

The Swedish Migration Board cooperates with: 

‐ Sweden’s embassies and consulates abroad, which process applications for entry visas, 

work permits and residence permit, the police, who are responsible for border controls 

and who ensure that certain of those refused entry are turned away 

‐ The National Courts Administration and the three Migration Courts and the Migration 

Court of Appeal, which reviews Migration Board decisions if an applicant lodges an 

appeal 
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‐ The County Administrative Boards who confer with the municipalities about the 

reception of asylum-seekers that have been granted residence permits 

‐ the Swedish Municipalities and County Councils who receive asylum-seekers that have 

been granted residence permits 

‐ the County Councils who provide health care for asylum-seekers 

‐ Voluntary organizations and aid bodies, whose work includes helping those refugees 

who have been granted residence permits in Sweden but who wish to return home 

(Swedish Migration Board, 2008). 

 

European Social Fund 

 

The efforts of several Swedish authorities to meet the upcoming requirements are supported 

from the European Union especially from the European Social Fund (ESF) as the European 

Union’s main tool to help both young and older workers and job seekers. Created in 1957, the 

fund supports measures to prevent and combat unemployment, to promote training and to 

improve the way the labor market functions. 

In partnership with the European Union Member States, the ESF aims to achieve a high level of 

employment, equality between men and women, sustainable development and economic and 

social cohesion. Between 2007 and 2013 the ESF will grant a total of 67 billion Euros to 

projects across the EU (ESF, 2008). 

 

The Social Fund in Sweden aims to contribute to the speeding up of change and renewal within 

working life. By doing so, the ESF can play a key role in promoting employment and growth. 

The program comprises the whole labor market, i.e. companies, single entrepreneurs, public 

sector and organizations. It is intended to create additional empowerment to employed and 

unemployed individuals. Through the Social Fund a total of approximately 690 millions Euros 

is distributed in Sweden during the period 2007 to 2013 (ESF, 2008). 

The Swedish ESF Council is the authority responsible for the implementation of the Social 

Fund (2007-2013) in Sweden. The purpose of the Council’s work is to strengthen the 

individual’s positions in working life, and hence to contribute to increased employment and 

growth. The Council consists of a central office and 8 regional offices in the administrative 

provinces of Sweden. In Jönköping County, they supported 28 projects for integration and 

equality since the year 2000 (ESF, 2008). 

 

15 
 



However, the ESF by itself is not directly active in the immigration process. Its purpose is to 

provide financial support for all efforts taken by organizations in the public sector willing to 

contribute to the subject in an innovative way (Carlsson, 2008). 

 

EURES 

 

According to the Treaty on European Union (published by the Council of the European Union 

on 15th April 2008) Title 4, Article 45 (ex Article 39 TEC) free movement of persons, services 

and capital is guaranteed inside the EU. Therefore, all European countries introduced a special 

institution called EURES within the already existing national working agencies in order to 

handle and structure the new situation consistently and deservingly for unemployed people 

looking for work in other European countries. 

 

The purpose of EURES is to provide information, advice and recruitment/placement (job-

matching) services for the benefit of workers and employers as well as any citizen wishing to 

benefit from the principle of the free movement of persons. In European cross-border regions, 

EURES has an important role to play in providing information about and helping to solve 

problems related to cross-border commuting that workers and employers may experience 

(EURES, 2008). 

 

EURES has a human network of more than 700 EURES advisers that are in daily contact with 

jobseekers and employers across Europe. They have developed specialized expertise in the 

practical, legal and administrative matters relating to mobility at national and cross-border 

levels (EURES, 2008). 

 

The service of EURES is limited to unemployed people looking for work in other EU-countries. 

Furthermore, the number of people being interested to get information or support from this 

institution is enormous and a single EURES advisor often becomes confronted with a huge 

amount of work (Engel, 2008). 

 

Municipalities 

 

According to the Swedish Migration Board (2008) every person with a granted residence permit 

has the right at settle down in Sweden. Persons being not able to fix housing can get support 
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from the municipality. For refugees there are special agreements between the Swedish 

Migration Board and a great deal of municipalities regarding how many persons they are willing 

to receive under a certain year. When signing such an agreement the municipality gets a fixed 

amount of money per year (for 2008: 544,200 SEK). Furthermore, the Swedish Migration Board 

pays 67,000 SEK until 181,400 SEK per person received in the municipality. A pre-condition 

for receiving the money is an introductory plan developed by the municipality in order to 

receive refugees in an appropriate way. 

 

Regional Council of Jönköping County 

 

In order to work for sustainable development and new growth in the region in 2005 the Regional 

Council of Jönköping County was commissioned. The council is responsible for everything 

from analyses and planning through to decision-making and coordination of implementation and 

activities in connection with development and growth in main strategic areas like 

communications, competence and education, trade and industry, living environment and 

attractiveness, internationalization and local plans and programs (Regional Council of 

Jönköping County, 2008). 

The Regional Council of Jönköping County initiated a range of activities in order to secure the 

integration of immigrants in Jönköping County. Location Scandinavia is one of the efforts to put 

a finger on current challenges like recruiting working forces and entrepreneurs from abroad. 

They look after appropriate possibilities to provide support for those people moving to 

Jönköping County (Regional Council of Jönköping County, 2008). 

 

Companies 

 

Companies recruiting working forces from abroad by themselves generally do take 

responsibility for supporting those persons from the fist time after they arrive in Sweden and 

onwards. Often, language courses are provided and a short introduction is allocated. 

 

Of course, companies try to make their employees feel well in the new environment and to stay 

in the company not only because they feel responsible for the people who came with high 

expectations but also because recruiting working forces from abroad is very cost intensive. 

Together with the municipalities’ action plans that were put into reality, one is able to introduce 

the new citizens into society. 
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One of the largest employers for working forces from abroad is the Swedish “Landsting” the 

countrywide nursing instance in the public sector. Because of the lack of care professionals like 

nurses, doctors and dentists they have to attract working forces from abroad. The “Landsting” is 

divided in geographic areas and in every area a certain person is employed to take care of newly 

recruited working forces. However, three of the interviewed persons (doctors from Germany, 

Spain and Iraq) who want to remain anonymous see significant need for further support during 

the first years in Sweden. 

 
 

4.3  Competition 

 

Although, there is already a range of institutions active in the immigration sector established in 

Sweden they cannot be seen as direct competitors for Sweden Immigration Service. These 

institutions do not offer general comprehensive solutions for immigrants in general or customer 

tailored services in order to meet all kind of personal problems. In addition, the service could 

help to overcome upcoming communication problems between immigrants and these 

authorities. 

Because immigrants come from a different culture the way of communicating can be quite 

different. Of course, language problems and emotional involvement add further potential for 

conflict in some cases. 

 

Because of the limited resources and often a high work load authorities are not able to build up 

trustworthy long-term relationships with their clients. On the other hand, trust is necessary in 

order to deliver high costumer value that is the intention of Sweden Immigration Service. 

Furthermore, a private business with a flat organizational structure is much more flexible than 

authorities which in general have highly hierarchical structures with quite long decision-making 

processes and therefore, are not very flexible in their actions. In this way, the business of 

Sweden Immigration Service could be seen as a useful complement to all the different efforts in 

this sector. 

 

According to thorough researches of the founder of Sweden Immigration Service there are no 

direct competitors for the business within the market until now providing the same service and 

offering the same competitive advantage. 
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The following perceptual map (Figure 4) is made in order to clarify the main differences in the 

efforts of relevant key players in the integration sector. 

 

Flexibility and complexity in the service are two important components offered by Sweden 

Immigration Service, which are lacking within the other providers for immigration support. 

Figure 4 shows that municipalities and the Regional Council of Jönköping provide more 

complexity and flexibility than the Swedish Migration Board and EURES. Employers hiring 

immigrants are flexible in their actions but less complex in their services. 

 

Although there is no direct competition on the market, high flexibility and complexity in the 

service can be seen as a competitive advantage for Sweden Immigration Service when 

compared to other services provided on the market. 
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Figure 4:   The key players in immigration actions in Jönköping County 
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5  Market Analysis 
 

5.1  Market Segmentation 

 

Strategic marketing is the process of aligning the strengths of an organization with groups of 

customers it can serve. It affects the whole direction and future of an organization. A marketing 

strategy has three interdependent parts: segmenting markets into groups that can be served, 

ways of developing advantageous relations with those customers and strategies to handle 

possible competitors (Kotler, 2005). 

 

In order to locate target customer groups and to define their needs, wants and expectations 

Kotler (2005) suggested market segmentation as a tool relevant for both consumer markets and 

business markets. Market segmentation takes into consideration behavioural, geographical, 

demographic and psychographic aspects. It might be useful to investigate these variables to get 

a closer picture about relevant differences in order to communicate customer value in an 

appropriate way and in order to achieve customer satisfaction. 

 

In general, all immigrants coming to Sweden are potential customers for Sweden Immigration 

Service. Nevertheless, it might be reasonable to select different groups of immigrants to focus 

marketing activities on. To bundle common interests of special groups makes it possible to 

provide them with appropriate standard solutions. However, the major customer group might be 

individuals looking for customer tailored solutions. 

 

5.1.1  Behavioral Segmentation 
 

When sharing the immigration market in segments a closer look at the process of immigration 

shows that there are two main groups to differentiate according to their general behavioural 

patterns. 

On the one side there are people making their own choices when leaving their home country and 

deciding to move to Sweden and on the other hand their are people leaving their home 

country to act out of necessity. They do not have the same period of preparation before making 

the decision and often they have no influence at all regarding the country they have to go to. As 

a result they might be less informed and more confused and less motivated than voluntary 

20 
 

http://dict.leo.org/ende?lp=ende&p=eL4jU.&search=to
http://dict.leo.org/ende?lp=ende&p=eL4jU.&search=act
http://dict.leo.org/ende?lp=ende&p=eL4jU.&search=necessity


immigrants when they arrive in Sweden. Furthermore, refugees and other asylum seeking 

people might have serious personal problems and terrible experiences behind them and need 

help to handle those in an appropriate way. 

 

According to the Swedish Migration Board (2008) a total number of 86,436 persons were 

granted residence permits in Sweden in 2006. The statistics in Figure 5 show that dividing all 

immigrants coming to Sweden according to their behavioral differences as proposed earlier, 

71% (61,370 people) are voluntary immigrants and 29% (25,066 people) asylum seeking 

persons. As the statistics show, voluntary immigrants are the numerically the largest group 

coming to Sweden in 2006. As emanate from Figure 5, they act from a huge range of different 

causes when moving to Sweden. The Swedish Migration Board granted in 2006 residence 

permits to 26,795 persons because of family ties (31%), permits to visiting students to 6,915 

persons (8%), permits of labor market reasons 6,050 persons (7%) and permits on grounds of 

adoption to 864 persons (1%). 20,746 persons were granted residence permits under the 

EU/EEA agreement (24%). 

 

An important question for optimizing the marketing strategy for immigrants from EU/EEA 

countries might be who the people are and why they came to Sweden. Common reasons are 

mainly work seeking, life style improvement and possibilities for personal future development. 

 

Persons with granted residence permits because of family ties (31%) and permits on ground of 

adoption (1%) are not seen as potential customer target groups because it can be assumed that 

they already get the information and support they need from their relatives. Furthermore, 

students (8%) from abroad often get appropriated help from student service offices at Swedish 

universities. 

 

The total potential customer group for Sweden Immigration Service after behavioral 

segmentation would include: asylum seeking persons (25,066 people), immigrants coming for 

labor market reasons (6,050 people), and EU immigrants (20,746 people). The total number of 

these people would be 51,162 persons per year. 

 

According to the Swedish Migration Board (2008) the number of immigrations (residence 

permits per year) increased from 13,617 in 1980 to 37,383 in 1990, 45,164 in 2000 and 86,436 

in 2006. Approximately a third (324,941 persons) of all residence permits from 1980 until 2006 
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(1,004,451 persons) was granted to refugees. The greatest number of people coming to Sweden 

was for family ties (472,127 persons). 
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Figure 5:   Residence permits in 2006 (Swedish Migration Board, 2008) 

 

5.1.2  Demographic Segmentation 
 

Immigrants come from all over the world. All nationalities and ethnic backgrounds are 

represented. In order to get closer insight about their composition further segmentation should 

be undertaken. 

 

According to the statistics available on the homepage of the Swedish Migration Board (2008) 

they granted in 2006 residence permits to people from following parts of the world: 

Asia 35%, Africa 10%, America 5%, Nordic countries 13%, EU excl. Denmark and Finland 

22%, Rest of Europe 12%, Others 3%. 
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Further information provided by the statistics of the Swedish Migration Board (2008) shows 

that altogether 25,066 persons were granted residence permits after requested asylum in Sweden 

during 2006. The largest groups consisted of citizens of Iraq (8,951 persons), Serbia and 

Montenegro (2,001 persons) and Somalia (1,066 persons). 

 

The Swedish Migration Board granted in 2006 residence permits for labor market reasons to 

6,050 persons. Furthermore, almost 2,000 persons were granted extended residence permits for 

the Swedish labor market. A great deal of those people (8,000 persons) are working in the 

electronic and computer sector (1,435 persons) and in the culture and entertainment sector 

(1,296 persons). Other typical economic sectors employing people from non-EU countries are 

agricultural, research, industrial, medical and service. Most of the people come from India 

(1,301 persons), China (850 persons), USA (792 persons), Romania (479 persons), Ukraine 

(471 persons) and Russia (468 persons). 

 

In addition, 20,746 persons were granted residence permits under the EU/EEA agreement, 

whereof for working reasons or self-employment 10,164 persons got granted residence permits. 

Most of those people came from Poland (4,508 persons), 1,507 persons came from Germany, 

744 persons from Lithuania, 492 persons from Great Britain, 329 persons from France and 353 

from the Netherlands. The remaining number of persons came from other EU-countries 

(Swedish Migration Board, 2008). 

 

As a conclusion it might be important to recognize that Sweden Immigration Service should 

provide a range of languages in order to meet the needs of different nationalities. It might be not 

enough to offer the service in English, German and Swedish but also use the network of the 

entrepreneur and involving people familiar with languages required by the market. 

 

The trend of people moving to Sweden is increasing. There are 37 % more immigrants coming 

to Sweden in 2006 than the year before (Swedish Migration Board, 2008). 

 

5.1.3  Geographic Segmentation 
 

In order to have a further look at existing possibilities, the segmentation process can be done 

geographically. Because the entrepreneur’s home town is Jönköping it might make sense to 

have a closer look at this area. 
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“Jönköping County is ideally situated – in more ways than one. Probably it is most obvious in 

the geographical sense, with the three major urban areas of Stockholm, Gothenburg and Malmö 

all within easy reach and 80 per cent of Sweden’s total population living within a couple of 

hundred miles. The county is a major intersection for logistics and communications with the rest 

of Scandinavia. Enterprising traditions go back a long way, and Jönköping County is the most 

industrialized area in Scandinavia. Manufacturing industry is predominant, and carried on very 

largely in small and medium-sized companies. The region has always been famous for its 

enterprising spirit, and for people with both ideas and the capacity to implement them. The 

county is at the heart of the Swedish timber industry, but the metal, plastics and aluminum 

industries are also prominent and this strong industrial sector helps to keep unemployment in 

the county among the lowest in Sweden. Jönköping County is part of Småland, consisting in 

turn of the County Council and the thirteen municipalities of: Aneby, Eksjö, Gislaved, Gnosjö, 

Habo, Jönköping, Mullsjö, Nässjö, Sävsjö, Tranås, Vaggeryd, Vetlanda and Värnamo.” 

(Regional Council of Jönköping County, 2008). 

 

The Regional Council of Jönköping County (2008) provides a range of useful statistics. 

According to their data collection Jönköping County had 331,539 citizens in 2006. There from 

are 11 percent born abroad (36,469 persons). Unfortunately, there was no more detailed 

information available about the specific composition of this group not even from the Swedish 

Central Office of Statistics (Statisiska Centralbyrån). 

 

The Swedish Migration Board (2008) presents on its webpage a list showing existing 

agreements with the municipalities about the number refugees they are willing to receive (only 

available in Swedish). According to this list 918 refugees arrived in Jönköping County in 2007, 
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and in 2008 a number of 940 refugees will be expected. Originating countries are not shown in 

these statistics. 

 

When looking at the statistics of every single municipality it was not possible either to get more 

detailed information about different kinds of immigrants like behavioral aspects (like mentioned 

earlier), nationality or other details. The only conclusion that could be drawn from the numbers 

was the fact that the immigration rate and its growth over the last years were not equally 

distributed across all municipalities. There are some with a higher tendency for immigration. In 

Jönköping community the number of persons born abroad or with foreign citizenship is 15,134 

in 2006 (see Table 1 below). This is an increase by 5 percent between 2005 and 2006. The year 

before (2004-2005) the increase was lower- only 3 percent. 

Because of the lack of detailed information it is not possible to estimate the number of persons 

that arrived in 2006 to Jönköping community or Jönköping County from abroad. That the 

number of persons born abroad increase in a certain area can also mean that they came from 

other regions in Sweden. 

 

 

Table 1: Persons born abroad or with non-Swedish citizenship in Jönköping community 

 

Country 2002 2003 2004 2005 2006 

TOTALT 13 576 13 872 14 079 14 424 15 134 
Nordic country’s 2 208 2 185 2 165 2 151 2 124 

Iraq 1 684 1 781 1 858 1 912 2 175 
Yugoslavia 1 638 1 595 1 579 1 576 1 571 

Bosnia-Herzegovina 958 991 1 008 1 042 1 091 

Iran 590 609 592 593 581 
Turkey 562 556 561 563 570 

Lebanon 525 542 517 546 558 
Syria 480 474 483 500 494 

Germany 462 486 486 499 518 
Poland 330 323 321 333 373 

India 282 297 297 307 328 
Other countries 3 857 4 033 4 212 4 402 4 751 

 

(Jönköping Community, 2008) 
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The Regional Council of Jönköping County initiated a study in order to investigate if there is a 

need for a special service for immigrants in Jönköping County. The study found an essential 

need for a kind of regional receiving service for people coming from abroad in Jönköping 

County (Lindahl, 2007). The author also diagnosed a lack of regional information regarding 

detailed statistics about the number of immigrants (especially working people and 

entrepreneurs). Furthermore, the paper aimed to thoroughly investigate the already existing 

resources in Jönköping County, and draw conclusions from the findings in order to build up a 

long-term concept regarding a regional receiving service- a regional “One Door” into Jönköping 

County. 

 

The study made by Lindahl (2007) does not only provide information about the situation in 

Jönköping County. This is especially important, because Sweden Immigration Service has the 

intention to be available for immigrants in other regions of Sweden too. 

When benchmarking the situation in Jönköping County with other regions in Sweden, the study 

found that already existing services in general are free. In Värmland the regional council offers 

the service for companies recruiting working force from abroad, and takes a charge depending 

on how comprehensive the service delivered is. Furthermore, the study found that municipalities 

in general are not very well prepared to receive immigrants. Services often are only provided in 

Swedish and their web pages offer most of the information in Swedish only. The receiving 

service is predominantly appropriate for Swedish people moving to the municipality or 

commune. In addition, municipalities often have a lack of international competence and 

experience but also face a language problem. 

 

The study points out that especially as a private person most immigrants have an essential need 

for more support when arriving in Sweden. Cultural differences are significant and establishing 

contact with authorities is not always easy. 

 

5.2  Market Potential and Market Share 

 

According to the statistics from the Swedish Migration Board (2008) for Sweden it can be 

assumed that 43% of the immigrants are potential customers of Sweden Immigration Service. 

Of them asylum seeking persons are 12% (25,066 people), immigrants coming for labor market 
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reasons are 7% (6,050 people), and immigrants from EU/EEA are 24% (20,746 people). The 

total number of these people would be 37,167 persons as mentioned earlier. 

 

Because people often come to Sweden in families or groups the total number of customers is 

much less. Furthermore, it has to be taken into account that not all the potential customers are 

able to use the service of Sweden Immigration Service because they do not need it or know 

about it. When reducing the original number of potential customers by arguing that it has to 

divided by four (family/ friends effect) the absolute amount of potential customers become 

9,292 persons per year. In order to avoid overestimating the market share for Sweden 

Immigration Service it should be taken into account that 80% of these persons do not need or 

want or do not know about the service. As a result, an amount of 1,858 customers per year 

remain (for the whole country) for the business. 

 

It might be important to have a closer look on the voluntary immigrants from the EU countries. 

Those immigrants are often planning their decision to move to Sweden a long time before hand 

in their home countries. It can be reasoned that they need a kind of service already before 

arriving in Sweden. 

 

It can be assumed that from the total number of persons moving to Sweden the potential 

customers from EU-countries are 5,186 persons (20,746 divided by four) and that they would 

need the service two times the average. Then we assume that people coming for labor market 

reasons are 1,513 persons (6,050 divided by four) and asylum seeking people are 6,266 persons 

(25,066 divided by four) and that they would use the service perhaps one time on the average. 

Furthermore, assuming that using the service ones would take one hour on average, a total 

amount of 18,151 hours per year and 1,512 hours per month (circa 70 hours per working day) 

would become the potential income for the business. 

 

5.3  Target Groups 

 
As a result of the market analysis three target groups relevant to the business of Sweden 

Immigration Service can be identified: 
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A)-Refugees: are coming from all over the world to Sweden without any preparation period and 

often terrible experiences from their home countries. The integration of this group is especially 

complicated. Therefore, refugees get extra support from the Swedish government and 

municipalities. Nevertheless, they often need additional support in many ways. The total size of 

this group in 2006 was 25,066 persons. 

 

B)-Private people moving to Sweden in order to work or to start business: they also come 

from all over the world but this target group is more informed about the new home country and 

has in general appropriate backgrounds to become better adapted to the new culture. The total 

size of this group in 2006 was 26,796 persons. 

 

C)-Municipalities and companies, recruiting work force or entrepreneurs to Sweden 

In Sweden there is a current and future need for qualified working forces in several economic 

sectors. Therefore, companies and organizations from the public sector are already recruiting 

people from abroad. The aim is to integrate these people within the Swedish society and to 

motivate them to stay in the long term. 

 

6  SWOT Analysis and Objectives 
 
The SWOT shows overlapping areas between opportunities and strengths of the business. It 

allows decisions on which targets to focus on and which points that have to be improved or 

changed. Having studied the strengths, weaknesses, opportunities and threats, the company is 

able to define objectives and consider issues that will affect them. 

 

As a result of the SWOT- analysis a range of key aspects became obvious that has a strong 

influence on further strategic decisions that are necessary: 

 

‐ The business of Sweden Immigration Service has a unique position within the market 

because of the lack of competitors. The market is huge and there is a sustainable need 

for the service. This provides enormous growth prospects and at the same time, an 

ethical contribution to the subject. 
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‐ The entrepreneur has a special knowledge of the subject and therefore, a wide range of 

services can be provided. Because of the strong network and native speaking service in 

main languages it becomes possible to receive customers in their own language and 

thereby, to secure a competitive advantage in order to meet the threat of future 

competitors. Furthermore, a special and unique profile of the service is to implement in 

order to support a unique quality of the service and to develop a strong brand ready to 

defend the position of the company within the market against possible competitors. 

 

‐ Since it might become difficult to get loans for this business the financial strategy is 

focused on other appropriate measures of financing as investigated later in this paper. 

 

‐ Because, the product and company are completely unknown when starting the business 

intensive marketing efforts are necessary in order to promote the product as widely as 

possible. 

 
 
 

Strengths 
 
-large market 

-high motivation 

-strong network 

-knowledge of the subject 

-no competitor on the market 

-a sustainable need for the service 

-native speaker service in main languages 

Weaknesses 
 
-the idea is hard to protect 

-company is unknown 

-product is unknown 

-hard to get loans 

 

Opportunities 
 
-growth perspectives enormous 

-offer a wide range of services 

-receive customers in their own language 

-ethical contribution to the subject 

 

Threats 
 
-other competitors can copy the 

  idea 
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7  Marketing Plan 

7.1  Marketing Philosophy 

 

The guiding concept is customer value. According to Kotler (2005) is customer value the 

difference between the values the customer gains from owning and using a product and the costs 

of obtaining the product. Marketing has to deliver an answer to the question: Why should I buy 

your product? Given their needs, wants and resources people demand products with benefits that 

add up to the most satisfaction (the best bundle for their money). 

 

Another important aspect is customer satisfaction. Kotler (2005) defines this term as the extent 

to which a product’s perceived performance matches a buyer’s expectation. If performance 

matches or exceeds the expectation the buyer becomes satisfied or delighted. 

 

The purpose of this marketing plan is to communicate all the different advantages of the service 

of Sweden Immigration Service to the customer very clearly and in an appropriate way. 

 

Kotler (2005) introduced the societal marketing concept as a marketing philosophy. The concept 

holds that the organization should determine the needs, wants and interests of target markets and 

moreover, delivers the desired satisfaction more effectively and efficiently than competitors in a 

way that maintains or improves both the consumer’s and society’s well-being. The social 

marketing concept asks whether the firm that senses, serves and satisfies individual wants is 

always doing what is best for consumers and society in the long run.  

 

         Society 
           (human welfare) 

 
 
 
 
 
 
         Consumers    Company 
                             (satisfaction)      (profits) 
 
The societal marketing concept questions whether the pure marketing concept is adequate in an 

age of environmental problems, worldwide economic problems and neglected social services. 
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According to Kotler, the pure marketing concept overlooks possible conflicts between short-run 

consumer wants and long-run consumer welfare. 

 

The societal marketing concept is especially appropriate for the business of Sweden 

Immigration Service. The service provided should not only deliver satisfaction to the customer 

but moreover, contribute to the society’s well-being. Therefore, it is the intention of the founder 

to adapt this philosophy to the business. 

 

7.2  Marketing Tactics 

 

According to Kotler (2005) in Business to customer markets (B2C) buyer behavior starts with a 

consumer’s social position, lifestyle and preferences even before there is a glimmer of a need or 

wants for the product being marketed. Then there is a process of awareness of the product, 

interest in some more than others, desire for a particular form of need fulfillment, and only then, 

action. 

 

When selling the service to other organizations like commercial enterprise but also the public 

sector like the government or municipalities business to business (B2B) market conditions have 

to taken into consideration. Each person in a business to business market has the same emotions, 

needs and wants as a consumer, but they are overlaid with an extra layer of complexity and 

rationality. All share the same features in having complex buying processes involving many 

people with different motives who may come and go as the buying process continue (Kotler, 

2005). 

 

In the case of Sweden Immigration Service we have three customer target groups whereof A) 

and B) are related to the B2C market and C) is related to the B2B market. It can be assumed that 

the company will have many customers in the C2B market and only few customers in the B2B 

market. 

 

According to Kotler (2005) having many customers with medium profit margins requires a 

reactive level of relationships. A reactive level of relationships implies that the sales person 

should encourage the customer to call whenever he or she has any question or problem. In order 

to earn higher profit with fewer customers, as is the case in B2B markets, a partnership level of 
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relationships is necessary. The partnership level means that the company has to work 

continuously with the customer in order to discover ways to deliver better customer value. 

 

The key to building lasting customer relationships is to create superior customer value and 

satisfaction. Relationship marketing involves creating, maintaining and enhancing strong 

relationships with customers (Kotler, 2005) which is the intention of Sweden Immigration 

Service. Marketing often is moving more towards building value-laden relationships and 

marketing networks. 

 

Grönroos (2007) states that identifying and establishing; maintaining and enhancing customer 

relationships imply that the process of marketing includes the following: 

 

1. Market research to identify potentially interesting and profitable customers to contact 

2. Establishing the first contact with a customer so that a relationship starts to emerge 

3. Maintaining existing relationships so that the customer is satisfied with the perceived 

quality and the value created and is willing to continue to do business with the other 

party of the relationship 

4. Enhancement of ongoing relationships so that a trusting relationship and an emotional 

connection with the customer is emerging and the customer decides to expand the 

content of the relationship 

5. Terminating a relationship: sometimes a firm will have to cope with the situation when 

a customer decides to discontinue the relationship. This situation should be managed so 

that the relationship can be re-established in the future. 

 

These considerations are especially relevant for the business of Sweden Immigration. 

The service process, the buyer-seller interactions or service encounters, are perceived in a 

number of ways, which differ from situation to situation. There are however, basic elements, 

which from a managerial point of view constitute the processes like the accessibility of the 

service and customer participation (Grönroos, 2007). 

 

The accessibility of the service depends, among other things on the number and skills of the 

personnel, office hours, timetables and the time used to perform various tasks, the location of 

offices, workshops and other service outlets, tools, equipment, documents, and the information 
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technology enabling customers to gain access to the service provider and the service process 

(Grönroos, 2007). 

 

Customer participation means that the customer has an impact on the service he perceives. Thus, 

he becomes a co-producer of the service and therefore, also a co-creator of value for himself. 

For example: how willing is he or she to give valuable information about him- or herself in 

order to give the most appropriate solution for his or her problem (Grönroos, 2007). 

 

Accessibility and customer participation are important pillars in the marketing tactics for the 

business of Sweden Immigration Service and should be taken into consideration carefully. 

 

According to Grönroos (2007) in relationship literature the concepts of trust and commitment 

play an important role. There is a substantial discussion in the literature about what constitutes 

trust. Trust can be received by several components like generalized trust derived from social 

norms, system trust (depends on laws, contracts but also professionalism of the other party), 

personality-based trust (individual experiences) and process-based trust (based on experiences 

with the business). Commitment means that one party in a relationship feels motivated to some 

extent to do business with another party and attraction should catch the interest of a customer to 

take an action. 

 

Trust and commitment are essential pre-conditions in order to run the business of Sweden 

Immigration Service successful. 

 

7.3  Marketing Mix 

 

According to Kotler et al. (2005) there are four important tactical tools for creating the optimal 

marketing mix which are product, price, place and promotion for any business. Together they 

aim to produce the most likely response from the target group within the market. In addition, 

people are often mentioned in literature as a fifth aspect, which might be important to take into 

consideration. It highlights the importance of human capital for the venture. 
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7.3.1  Product 
 

Sweden Immigration Service provides services for people moving to Sweden from abroad with 

insufficient knowledge of the Swedish language and helps them to solve upcoming problems 

with authorities, takes care of their special private requirements, gives answers regarding 

common daily questions and supports them in organizing their life in Sweden in an efficient and 

successful way in order to increase their life quality significantly when starting a future in 

Sweden. 

Immigration Service also provides services for people willing to take the challenge to immigrate 

to Sweden by offering appropriate information about that they want and need. 

 

Kotler et al. (2005) devised a concept of benefit building with a product. He suggested that a 

product should be viewed in three levels: 

  

 

 

Level 1: Core Product. The core benefit of the product is that it is useful to meet a special need. 

In the case of Sweden Immigration Service the company provides information for immigrants 

and persons thinking about moving to Sweden and coming to Sweden for several reasons. 

Information supports a feeling of safety and security and therefore, is an essential need for every 

person (Maslow, 1943; Kotler, 2005). 

 

Level 2 Actual Product: Beside reliable information Sweden Immigration Service wants to 

provide a feeling of being welcome in the new home country and a feeling of trust and a 

predicable future by delivering customer tailored solutions. It is the intention of Sweden 

Immigration Service to have direct access to working forces with knowledge in important 
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languages in order to compensate the lack of knowledge of the Swedish language immigrants 

are facing in the beginning. 

 

Level 3: Augmented product: The additional non-tangible benefits the company offers are the 

high availability of the service and the focus on customer satisfaction and long-term customer 

relationships. 

7.3.2  Price 
 

Sweden Immigration Service has no competitors. Although, this is allowing the company to be 

a market leader and price setter, the price for the service should be calculated by the cost-plus 

pricing concept (Collier, 2006). Therefore, full costs have to be taken into consideration and a 

mark-up on costs (the profit margin) added comprises the selling price. In order to attract 

customers in the start-up phase of the business Sweden Immigration Service should act in the 

same price level as similar service businesses (for example bookkeeping services). 

7.3.3  Place 
 

The company offers its service through internet, but also as a personal service via telephone or 

by a personal conversation in the company’s office in Jönköping. 

As mentioned earlier, the three major urban areas of Stockholm, Gothenburg and Malmö are all 

within easy reach and 80 per cent of Sweden’s total population living within 200-400 

kilometers. 

 

It is the intention of the company to focus in the beginning on developing a well-known 

business in Jönköping before later on offering the service in further offices located in 

Stockholm, Malmö and Gothenburg. 

 

7.3.4  Promotion  
 

Modern marketing is more than just developing a good product, pricing it attractively and 

making it available for target customers. Companies have also to communicate the value of the 

product to prospective customers. In general, the question is not whether to communicate, but 

how much to spend and in what ways. All of the communications efforts should be blended into 

a consistent and coordinated communication program. A company’s promotion mix consists of 
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the specific blend of advertising, personal selling, sales promotion, public relations and direct 

marketing tools that the company uses to pursue its marketing objectives (Kotler, 2005). 

 

As mentioned earlier, Sweden Immigration Service has three target groups. Each of these target 

groups needs its special mix of promotion tools in order to communicate the customer value 

focused on the special needs and interests of this group. Furthermore, the promotion mix shall 

communicate trust, commitment and attraction. When promoting the service to the target groups 

A) and B) the conditions of B2C markets have to taken into account whereas regarding the 

promotion efforts toward target group C) the conditions of B2B markets are essential. 

 

Organizations that sell to consumer and business markets recognize that they cannot appeal to 

all buyers in those markets or at least not to all buyers in the same way (Kotler, 2005). The 

challenge therefore, is to find appropriate promotion channels in order to reach each of the three 

target groups effectively. 

 

The promotion mix of Sweden Immigration Service aims to meet the different requirements of 

B2C and B2B communication. 

 

The customer value communicated to the different target groups A) B) and C) can be defined 

more broadly than simply the obtainment of information by the service. In addition customers 

receive values such as: 

 

A) Safety, a better future for the family, relationships, social integration, trust, harmony 

 

B) A better lifestyle (house, more spare time, living on the country side, special hobbies 

like hunting, skiing, fishing, golf, equitation), solutions, life quality, relationships, 

happiness) 

 

C) Motivated and satisfied employees, company growth, development, professional 

solutions 
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Sweden Immigration Service wants to use promotion elements like a webpage, personal selling 

(PS), recruitment fairs (RF), advertising, public relations (PR), word of mouth promotion and 

flyers as followed: 

 

 

 Web 

page 

PS RF Adverti- 

sing 

PR Word of 

mouth 

Flyers 

A) Refugees 

 
X     X X 

B) Working 

people 
X  X   X X 

C) Companies, 

Public 

       sector 

X X X X X X  

 

 

 

Webpage: 

 

Webpage marketing is important in order to customize the service offer to a broad potential 

customer group. This might be especially important because of the fact that the company’s 

customers are spread all over the country and they should be reached already at the stage of 

decision- making in their home country. 

 

It is the intention or Sweden Immigration Service to have a corporate webpage designed to 

handle interactive communication that is initiated by the consumer. In this way it becomes 

possible to build closer customer relationships and generate excitement about the company. 

 

A corporate webpage provides information about the company’s history, mission and 

philosophy, the products and services that it offers. It tells about current events and, company 

personnel. Often, a corporate webpage also provides exciting entertainment features to attract 

and hold visitors. Finally, the page might also provide opportunities for customers to ask 

questions or to make comments through email before leaving the page. The role of personal 

influence is especially important in risky buying situations (Kotler, 2005). 
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As mentioned earlier, customer participation maintains and enhances lasting relationships and 

creates superior customer value and satisfaction. In the case of Sweden Immigration Service it is 

essential to offer the webpage information in a large scale of languages. 

 

Personal Selling 

 

According to Kotler (2005) personal selling is the most effective tool particularly in building up 

buyer’s preferences, convictions and actions. It has several unique qualities: 

 

‐ It involves personal interaction between two or more people, so each person can 

observe the others’ needs and make adjustments quickly 

‐ The effective salesperson keeps the customers’ interests at heart in order to build a long-

term relationship 

‐ The buyer feels a greater need to listen and respond. 

 

Personal selling is relevant when contacting municipalities or companies that are recruiting 

working force from abroad. 

 

Recruitment Fairs 

 

Recruitment fairs are an approach to meet the need of European people (both private people and 

companies) to create a platform in order to get information, contacts and possibilities to improve 

the personal situation and to take advantage of the huge opportunities offered by the European 

Union nowadays. 

 

One of the most important events in this sector is the Emigration Fair in Utrecht (Netherlands), 

held every year and successfully bringing together emigrants, students, entrepreneurs, investors 

and jobseekers. The Emigration fair, this year held in March 2008 was unquestionably Europe’s 

largest event for this rapidly growing and highly motivated sector (Emigratie Beurs, 2008).. 

“This unique event has become synonymous with international opportunities and serves as a 

meeting point for those looking for the best in international life, be it through a change of 

career, a sabbatical or career break, leveraging international business opportunities, studying, 

living abroad or making a fresh start overseas.” (Emigratie Beurs, 2008). 

38 
 



The fair is addressed to inhabitants of the Netherlands, Belgium and Germany who are willing 

to go abroad. “Going abroad has become an established trend in the region, and Emigration Fair 

2008 outshines other events by providing the only platform offering real opportunities for 

personal contact between the various target groups. Participation in the Fair reinforces company 

brands, products and the corporate image.” (Emigratie Beurs, 2008). 

Fairway Events as the company responsible for the Emigration Fair has developed a successful 

strategy whereby participation becomes especially interesting for exhibitors and partners, by 

offering them access to a wide range of media possibilities, from websites to the exhibition 

catalogue, throughout the year (Emigratie Beurs, 2008). 

 

Five sectors are represented at the Emigration Fair: 

 

1. EMIGRANT/IMMIGRANT/EXPAT 

2. PROPERTY ABROAD 

3. INTERNATIONAL RECRUITMENT 

4. STUDY/TRAVEL ABROAD 

5. BUSINESS IMMIGRATION/INVESTMENT ABROAD 

(Emigratie Beurs, 2008). 

 

Advertising 

 

Barringer & Ireland (2008) highlighted advertising as a promotion tool in order to raise 

customer awareness of a product, explain a product’s comparative features and benefits, and 

create associations between a product and a certain lifestyle. Although advertising has some 

weaknesses like low credibility, and relative costliness compared to other forms of promotions it 

allows contact with a broad public. Because of these weaknesses, most start-ups do not advertise 

their products broadly. Instead, they tend to be very frugal and selective in their advertising 

efforts, such as limiting their print ad dollars to industry trade journals or using highly focused 

pay-per-click advertising provided by Google, Yahoo!, or another online firm. 

 

Taking into consideration this advice, Sweden Immigration Service wants to use advertising 

very carefully. Because the target groups A) and B) usually are not confident with the Swedish 

language advertising efforts are only appropriate for target group C). Possibilities are 
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advertising in WebPages of company networks, advertising in “Dagens Industri” and 

“Jönköping Posten”. 

 

Public Relation 

 

One of the most cost-effective ways to increase the awareness of the service is through public 

relations. Public relation (PR) require efforts from the company to network with journalists and 

other people to try to interest them in saying or writing good things about the company. PR 

helps to build the firms credibility (Barringer & Ireland, 2008). 

 

A press kit, which is a folder that contains background information about Sweden Immigration 

Service has to be prepared. The kit is normally distributed to journalists and made available 

online. 

 

As a start-up business a press release as an announcement about the new service could introduce 

the company for the B2B market. Appropriated newspapers are “Dagens Industri”, “Jönköping 

Posten” and “Svenska Dagblad”. Especially public relations like building good relations with 

the company’s various publics by obtaining favorable publicity and building up a good 

‘corporate image’ might be mentioned as guarantors for building up a sustainable business. 

 

Word of Mouth Promotion 

 

Word of mouth promotion is important to spread information about the new service not only to 

immigrants but also among firms and authorities in Sweden. Therefore, customer satisfaction is 

especially essential. A proper reputation in combination with PR efforts can support the interest 

of new customers significantly. Word of mouth promotion delivers less value in the start-up 

phase of the business but becomes more important in the longer run. In addition, the 

entrepreneur wants to use her own networks to spread information about the service as much as 

possible. 

 

Flyers/ Poster 

 

Promotion channels for immigrants are not very numerously available. When immigrants arrive 

to a new country their capabilities in the new language are very limited. Often, the first place 
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they have to visit is the Swedish Board of Migration. However, after the personal experiences of 

the entrepreneur this is not the moment when immigrants are thinking about upcoming 

problems. Therefore, it might be more promising to promote the service during the time when 

the potential customers are starting to learn Swedish. Often during those months, euphoria 

decreases and problems increase. Therefore, Sweden Immigration Service seeks to be visible at 

all relevant for adults available language teaching facilities by hanging up posters and provide 

flyers in several languages. 

 

7.3.5  People 
 

The entrepreneur is able to receive all customers speaking German, Swedish and English. In 

addition, other native speakers for the languages Arabian, Russian, Chinese, and Polish could 

add value to the service offered and increase the capacity of the business. 

 

Successful services focus their attention on both personnel and customers. Satisfied and 

productive service people are loyal and hardworking which results in greater service value, 

more effective and efficient customer value creation and service delivery which consequentially 

results in satisfied and loyal customers. Beside external marketing service marketing also 

requires internal marketing and interactive marketing (Kotler, 2005).  

 

Internal marketing means that the company has to be aware that all the persons receiving 

customers are trained and experienced in their tasks. Furthermore, they should be motivated and 

engaged in what they do. Customer orientation is important and measurements for customer 

satisfaction are to implement (Kotler, 2005). 

 

Interactive marketing means that perceived service quality depends on the quality of the buyer-

seller interaction. Service quality depends on both the service deliverer and the quality of the 

delivery. Every interaction is a moment of truth for the provider, where not only the service 

encounter, but also the organization, will be decisively judged by the customer (Kotler, 2005). 

 

In order to secure quality and customer satisfaction it is important to develop clear service 

routines when receiving customers and when building sustainable relationships. 
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8  Operations Plan 

8.1.  Business Structure 

 

As a first step the founder of Sweden Immigration Service wants to run the business by herself. 

It is her intention to provide certain office hours (Monday to Friday 12-14 and 16-19 pm), when 

people can call on office or mobile telephone for questions. In addition, it is possible to make 

appointments to meet her at the office. She can receive only English or German speaking 

customers. 

 

Furthermore, there will be three other persons (assistants) receiving customers in other 

languages like Arabian, Russian and Spanish. Those persons would be compensated on the basis 

of revenue generated per month. At month’s end, they would receive a share of the generated 

revenue. Because they have neither the experience nor the knowledge to solve every customer’s 

problem, it would be the founder of Sweden Immigration Service who takes care of the 

necessary research and guides the assistants to a higher level of knowledge and independence in 

finding appropriate solutions for the customers they receive by themselves.  

 

Every assistant has his or her own telephone numbers and office hours. 

If the demand for the service would be very high, and it is impossible to handle the business 

activities of all workers in one office, the business would need to rent a further office at the 

Science Park. 

 

8.2  Growth Prospects 

 
As one perspective, the founder of Sweden Immigration Service wants to have assistants 

providing all needed languages and able to deliver customer satisfaction mostly by themselves. 

That gives her the possibility of taking care of the B2B customers, to optimize marketing 

actions and build up similar offices in other cities in Sweden. 

 

When the business grows the organization will need a board and a head of office for every 

business unit. The organization structure should remain flat and the business units as 

independent as possible. Flexibility and availability are essential for the business. 
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In order to secure a high quality of the service it is necessary to teach the assistants providing 

the service, and to instill high motivation within them. By the use of both financial and non-

financial incentives for the people working in the business, this will hopefully be achieved. 

 

At a certain level the founder will need to employ professionals for taking care of the 

recruitment of human capital, and also the accounting activities. Furthermore, a personal 

secretary might become necessary. 

 

8.3  Time Perspective 

 
The build up of the business in Jönköping, is expected to take at least two years. It is really 

important that Jönköping as the first business unit has stable and reliable business activities, and 

both loyal staff members and loyal customers. Consolidating experience from this phase is an 

important pre-condition to move on to the next step. 

 

From the current point of view it might be realistic to maintain full working offices in 

Jönköping, Malmö, Stockholm and Gothenburg in approximately 10 years. Then, the founder 

should be able to concentrate only on her function as the CEO of the company. 

 

9  Financial Plan 
 

9.1  Economic Viability 

 

In order to evaluate the business in economic terms it might be important to choose the most 

significant possibilities for economic evaluation for this kind of business. Because the company 

is a new venture it has no history to take into consideration. Furthermore, there are no similar 

businesses and their experiences available. Therefore, the entrepreneur has to look at the 

investments necessary and the costs needed to make the business run in the start-up phase. 

Because the absence of competitors the company is a price maker. In choosing the cost- plus- 

pricing concept as mentioned earlier, the evaluation process should start with a look at the costs 
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expected. Adding a margin to these costs should make it possible to get the necessary income to 

cover both parts. 

At the current time the entrepreneur intends to start the business with currently existing office 

space at her home but she needs additional equipment to run an office like a computer, a copy 

machine, a mobile telephone and some office furniture. Other investments necessary in the 

beginning of the business are creating a webpage and a charge for registering the company as 

well as buying the domain name. Furthermore, some extra efforts for introducing the product 

within the market by marketing actions should be undertaken. These expenditures cannot be 

financed from her own savings, therefore the entrepreneur has to find sources for financing this 

costs (circa 50,000 SEK). 

 

9.1.1  Costs 
 

The estimated costs for running the business are shown in Table 2 below. It might be not 

necessary to hire a special office; therefore no costs for rent are to be taken into account. No 

cost for employees is relevant at this stage of development of the business. The native speakers 

(needed for overcome barriers in the communication with costumers) earn a share of their 

monthly achieved revenue. 

 

All following data are without value added tax (VAT) in order to simplify the following 

accounting example. 

Assuming monthly costs to the amount of 10,000 SEK would give a cost of 120,000 SEK per 

year. Furthermore, assuming working 45 weeks a year the costs would be 2,667 SEK per 

working week. 

Per week there are to taken into account 40 working hours: 

2,667 divided by 40 would give a cost of 67 SEK per working hour. 

When the total costs equal the total revenue the amount can be called as the breakeven point 

(Collier, 2006). The breakeven point in the case of Immigration Service is equal 67 SEK per 

working hour. 

 

Added a margin of 750% the price per hour would be 502.50 SEK (~500 SEK). 

With VAT the customer has to pay 625 SEK per hour. 
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Table 2: Estimated costs for running the business (monthly) 

 

Cost 
 

pessimistic likely optimistic 

Material 
 

1,000 500 300 

Travel expenses 
 

3,000 2,000 1,000 

Google 
 

3,000 3,000 3,000 

Bookkeeping  
 

1,500 700 400 

Telephone 
 

1,000 800 600 

Marketing actions 
 

3,000 1,200 700 

Insurances 
 

1,000 800 500 

Education 
 

1,500 1,000 500 

Total  
 

15,000 10,000 7,000 

Breakeven 
 

100 67 47 

 

9.1.2  Turnover/ Sales 
 

500 SEK x 40 hours per week= 20,000 SEK per week x 45 weeks a year = 900,000 SEK per 

year divided by 12= 75,000 per month 

40x 45= 1,800 working hours per year 

 

As already explained the market potential is 18,151 hours per year and 1,512 hours per month 

(ca 70 hours per working day). There would still be a huge margin to higher the revenue 

significantly by employing further work force in the business. 

 

75,000 SEK per month minus 10,000 SEK total costs per month = 65,000 SEK per month total 

revenue per month minus company tax and fees for self- employment (28% + 30%) = 27,300 

SEK earnings after tax. 
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That amount would cover the private living costs for the entrepreneur and provide some savings 

in order to finance future investments necessary like additional office space in further cities or 

new equipment. 

 

Every native speaker receiving further customers could increase the turnover of the business and 

his or her own income but also the income of the entrepreneur as well. 

 

9.2  Financing 

 
Because of the high risk (as mentioned before) and the lack of both fixed assets and securities 

(as is quite usual in knowledge based businesses) the bank would probably avoid risk-taking. 

Because of the early stage of the business it might be even more unlikely that a venture 

capitalist would like to invest in the firm. 

In order to reduce risk taking, the venture capitalist would rather invest larger amounts in 

projects that have already proven to be profitable instead of providing smaller funds for start-

ups (Schwienbacher, 2007). 

 

A more promising possibility to finance the business could be provided by business angels or 

private capital from family or friends and own savings. 

 

Financial bootstrapping is the use of methods for meeting the need for resources without relying 

on long-term external finance from debt holders or new owners (Winborg & Landström, 2001). 

 

The intention of the founder of Sweden Immigration Service in the start-up phase is to save 

costs where ever possible. Appropriated bootstrapping methods in the case of Immigration 

Service could be to save costs at all levels, looking for good conditions from suppliers, the 

founders work in the business without salary until sales are increased, buying second hand 

equipment and using routines for speeding up invoicing. An advantage of financial 

bootstrapping is that the owner remains independent and that she can make her own decisions. 
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9.3  Accounting 

 
Control has been an issue in companies for a long time. Sometimes control is understood only 

with its negative connotation but it also enable coordination and growth processes. While 

traditional accounting management systems have focused on the financial parts of control, softer 

measures have also become popular. Beside of financial measurements like for example 

profitability the entrepreneur has the proposition to implement also non-financial measurements 

in order to support long-term growth of the business (Collier, 2005). 

In the case of Sweden Immigration service customer satisfaction could become one of the soft 

measurements for business performance. 

 

The special composition of the accounting systems depends from the type of business, the size 

and organizational structure of the company, the life cycle and the dynamics of the environment 

(Granlund & Taipaleenmäki, 2005). In the case of Sweden Immigration Service the company is 

a start-up business, very small and knowledge based. There are no fixed assets to take into 

account when working with financial statements. This has to taken into consideration when 

evaluating business performance. The environment is quite stable and therefore, measurements 

could be appropriated to compare business performance over time. 

 

Before starting the business a budget for future cash flow and income statement should be 

prepared. It is the intention of the entrepreneur to implement monthly budget control to make 

sure that resources available are used in an appropriate way and in order to make corrections 

when necessary. 

 

The entrepreneur decided to hire bookkeeping services because they have a special competence 

in this area and therefore, have a competitive advantage in those actions. It might be more 

important for the entrepreneur to invest as much time as possible in initiating marketing actions 

and building customer relationships. 

 

In cooperation with the bookkeeping office, ways should be discovered in order to optimize 

bootstrapping methods, increase revenue and find appropriate strategic solutions to develop the 

profile of the company. 

At a certain level of size of the organization the founder will need to employ a professional 

accounting manager for keeping control of the business activities and financial measurements. 
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10  Conclusions 
 

Looking at the environmental aspects, especially the significant increasing number of 

immigrants coming to Sweden every year, an essential need and a fundamental demand for the 

service of Sweden Immigration Service can be recognized. The market potential is enormous 

and offers great opportunities for business development over the next years. 

 

The service is new on the market and the product unknown; therefore, a wide range of useful 

marketing actions should be applied in order to get the service known and visible on the market. 

Customer satisfaction is an important pillar to build long-term customer relationships and to 

earn trust. Those components are core strategies and the basis to create a strong brand for the 

services. 

 

Although there are no direct competitors on the market yet, it might be wise, to develop a 

competitive advantage already from the beginning by using the special knowledge and 

experiences of the entrepreneur in order to form a specific business culture and to present the 

company on the market following the guidelines of the societal marketing concept and not only 

doing business but contributing to solving environmental problems especially social problems. 

 

Therefore, Sweden Immigration Services wants to become a complement to already existing 

authorities and social platforms working toward an improved manner to meet future 

requirements when facing immigration problems. Immigration should not become a problem for 

the society but a huge opportunity for Sweden to acquire competence and international diversity 

from abroad; to become an attractive part of Europe and the world itself. 

 

Writing the business plan has been a very useful tool in order to rethink some aspects of the 

business idea and to increase the probability of succeeding with the business. In summary, the 

feasibility of the business idea has been investigated and confirmed. The plan contributed 

toward encouraging the entrepreneur to go on with this business and revealed major 

opportunities and strengths but also weaknesses and threats to take into consideration when 

starting up the company. 
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Appendix 
 
Immigration and Emigration from people from abroad in 2006 according to the Swedish 
Board of Migration (2008) 
 

Citizenship Immigration Emigration Percent of 
Emigrations 

NORDIC COUNTRIES 10,517 6,716 64 % 
Danmark    5,064 2,033  
Finland    2,619 2,636  
Island       399     288  
Norway   2,435 1,759  
    
EU 25 without Denmark 
and Finland 

17,046 4,778 28 % 

Estonia      421     103  
France      750     587  
Greece      438     264  
Ireland      195     109  
Italy      486     263  
Latvia      353       53  
Lithuania      888       85  
Netherlands   1,029     300  
Poland   6,275     353  
Spain      494     348  
Great Britain   1,524     916  
Germany   2,838     930  
Hungary      458       97  
Austria      172     114  
Other countries      725     256  
    
OTHER EUROPE 10,061 1,070 11 % 
Bosnia-Herzegovina   1,045       85  
Croatia      200       47  
Macedonia      303       28  
Romania      332       77  
Russia   1,375     231  
Serbia   3,974     210  
Turkey   1,533     208  
Ukraine      408       61  
Belorussia      299       15  
Other countries      592     108  
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AFRIKA   7,836 1,016 13 % 
Burundi      569         1  
Congo      239         7  
Egypt      235       59  
Eritrea      737       25  
Ethiopia      443       66  
Gambia      176       22  
Morocco      340       38  
Nigeria      451       75  
Somalia   2,893     284  
South Africa         91     107  
Tunisia      180       19  
Uganda        98       24  
Other countries   1,384     289  
    
NORTH AMERIKA   1,653 1,598 96.7 % 
Canada      220     203  
Cuba      146       26  
Mexico      125     129  
USA      882 1,188  
Other countries      280       52  
    
SOUTH AMERICA   2,147     481 22.4 % 
Brasilia       400     142  
Chile       428     141  
Colombia       467       55  
Peru       300       24  
Other countries       552     119  
    
ASIA 27,325 3,397 12.4 % 
Afghanistan   1,650       31  
Armenia      295          9  
Bangladesh      376        99  
Philippines      445       34  
India   1,010     617  
Iraq 10,510     215  
Iran   1,969     293  
Japan      294     296  
Jordan      244       26  
Kazakhstan      183         1  
China   1,938    685  
Myanmar      387         5  
Korea      176    133  
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Lebanon      851      63  
Pakistan      932     175  
Sri Lanka      189       54  
Syria      885       28  
Thailand   2,287     222  
Vietnam      531       50  
Other countries   2,173     361  
    
OCEANIA      359     366 102 % 
Australia      301     282  
New Zealand        52       82  
Other countries          6         2  
    
WITHOUT COUNTRY   1,849      115    6.2 % 
TOTAL 78,793 19,537  24.8 % 

 


	1 Introduction
	2 Business Description
	2.1 Business Idea
	2.2 Business Type

	3 Background
	3.1 Core Competence
	3.2 Idea Creation Process

	4 Broader Environment
	4.1 Current Situation
	4.2 Key Players 
	4.3 Competition

	5 Market Analysis
	5.1 Market Segmentation
	5.1.1 Behavioral Segmentation
	5.1.2 Demographic Segmentation
	5.1.3 Geographic Segmentation

	5.2 Market Potential and Market Share
	5.3 Target Groups

	6 SWOT Analysis and Objectives
	7 Marketing Plan
	7.1 Marketing Philosophy
	7.2 Marketing Tactics
	7.3 Marketing Mix
	7.3.1 Product
	7.3.2 Price
	7.3.3 Place
	7.3.4 Promotion 
	7.3.5 People


	8 Operations Plan
	8.1. Business Structure
	8.2 Growth Prospects
	8.3 Time Perspective

	9 Financial Plan
	9.1 Economic Viability
	9.1.1 Costs
	9.1.2 Turnover/ Sales

	9.2 Financing
	9.3 Accounting

	10 Conclusions
	References
	Appendix

