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Subscription video on demand (SVoD) over the internet (OTT 

technology) presents a whole new sea of alternatives which are turning 

the audiovisual industry upside down. In an attempt to confront this 

new competition, pay TV operators are turning to cooperation in the 

form of agreements with these market players who are threatening the 

traditional pay TV business. It is important to understand the changing 

context of the transition from Society 2.0 (knowledge and information) 

to Society 3.0 (accelerated innovation), in order to interpret the success 

of these new players. This breeding ground of new technologies and 

devices has brought with it new consumption habits. 

These days, the end user is the main driver of innovation, and 

technology has shifted towards the domestic market in such a way that 

subscribers now own devices that are much more advanced than those 

that an operator could provide them with. New market players are 

aware of the changes to both consumption habits and technological 

strategies and, as a result, devices have become much more than just a 

complement. We are talking about the Bring Your Own Device (BYOD) 

BYOD IN THE PAY TV WORLD
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phenomenon, which brings with it many opportunities for pay TV to 

compete with these new SVoD providers with the same tools. There are 

strong reasons in favour of adopting the new BYOD paradigm and the 

competitive advantages that come with it, not just in terms of costs but 

also strategically, as a result of the provision of the latest technologies 

to an almost universal audience in an instant. Of course, traditional 

operators must first consider a change of vision, and be aware of the 

potential complexities, risks and challenges that it will bring. They 

should then adapt their business models, to meet new consumer 

demands, with BYOD ecosystems that guarantee a unified operation 

and maintainable evolution. 
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SVoD services are having a profound impact on our industry, however 

their success seems much less surprising when considering the phases 

of technological innovation, consumption habits and competition that 

operators and consumers have already passed through.  

Gone are the days when pay TV businesses were made stronger by their 

customers. With no great competition within the sector, their main 

challenge was to attract new clients and sign long-term contracts. 

Families used to gather in front of the TV in the living room to watch 

their favourite channels together. We saw the operator as a channel 

aggregator, and the more channels they offered, the bigger their 
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audience. However, with such a huge choice of channels to choose 

from, families started having difficulty finding what to watch. They 

always end up watching the same, and for the most part, free channels: 

an effect popularised by Barry Schwartz as the Paradox of Choice. As 

a result, TV channels’ “royal” status started to slip and operators’ churn 

rates started to grow. 
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American family watching TV in 1958. (Evert F. Baumgardner)
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Despite the entry barriers, such as the initial investment in infrastructure 

and equipment for subscribers’ households, competition is growing 

for operators. The challenge is to prevent churn, which operators strive 

to achieve by improving their service, for example taking care of the 

user experience and content discovery features, incorporating new 
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TV everywhere

Modern family enjoying content on a tablet.
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functionalities (PVR, VoD), and improving the quality of their service 

(HD).

At the same time, the popularity of broadband and advances in 

technology are bringing with them new consumption habits, 

including the growth of consumption across smartphones and tablets, 

both at home and on the go. Operators are adapting by investing in 

multiscreen solutions which were initially deployed independently 

from their existing infrastructure, but are now increasingly integrated. 

Mobile apps for operators continue to appear, despite the lack of clarity 

about how to monetise second screen viewing, suggesting that they 

are more of a necessary evil to keep up with competitors than a truly 

strategic product. 

The mass use of consumer electronics, along with the immediacy 

and globalisation of Society 3.0, has brought with it new paradigms. 

Content, not the channel, is now King. And viewers want to watch 

this “royal” content on demand. Traditional operators had always 

competed with each other from a more equal position, however this 

continuous innovation has brought about fresh new players. There is 

Content everywhere
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now ferocious competition which has succumbed to the changes of 

Society 3.0 - or perhaps arose as a result of them. The turmoil caused 

by SVoD OTT providers is all part of their vision to offer subscribers 

exclusive, quality content at the lowest possible price. For that, they 

harness the advancement of technology and the BYOD phenomenon 

as a competitive advantage.  

Number of Netflix subscribers at the end of the 
respective period.  © Statista 2018
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Paradoxically, market newcomers are enjoying the advantages 

provided by the entry barriers that are holding back traditional industry 

players. However, these advantages are not exclusive and operators 

must be aware of the reasons for their competitors’ success in order to 

take advantage of the same opportunities. 

Antonio Rodríguez, VP Business Development at Mirada, demonstrates 

the “Content everywhere” crisis through the CAP Triangle: Content, 

Accessibility and Price. Once broadband access becomes universal, 

success will be determined by the consumers’ price perception, which 

these days depends much more on the availability of the content they 

want to watch than access to hundreds of channels or devices they 

don’t really need.

FACING THE REVOLUTION

The CAP Triangle and the road to success

Price

Content

Accessibility
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The expression “Content is King” is more appropriate now than ever 

before, and that certainly seems to be what the new players think. 

Their arrival comes hand in hand with appealing offers of exclusive, 

quality content whilst some, such as Netflix, are opting increasingly 

for original over licensed content. TV operators are realising that their 

survival depends on offering such content to their subscribers, seeing 

the resurgence of operators as content aggregators and the providers 

of one, unified subscription. Like the old saying goes: if you can’t beat 

them, join them.

Content

Stranger Things, an award-winning Netflix original. © Netflix 2019
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The agreement seems beneficial to both parties, but is it a maintainable 

strategy? Will SVoD services focus purely on content creation? Will it 

further strengthen their powerful position and will they push to further 

capitalise their titles? Will they triumph over pay TV operators as 

content aggregators? Will churn resurface as a result of the previously 

mentioned paradox of choice? We will no doubt find out soon. 

The new players were born with the internet and see the entry barriers 

to the TV sector, within which traditional business is trapped, as 

advantageous. The main challenge for an operator is to minimise the 

huge initial investment in their platform and infrastructure (CAPEX), 

as well as the cost of equipment for every household. Meanwhile, SVoD 

providers do not have to invest in either infrastructure or devices for their 

subscribers. An operator also has to mitigate the effect of technological 

changes, while also amortising the cost of the equipment - this includes 

the maintenance of STBs for several years in addition to the long-term 

management of legacy platforms. In contrast, their SVoD competitors 

see every technological innovation as an opportunity to improve their 

service, in the same way as with the reduction of the period in which 

users renew their devices. And finally, the operator must provide all of 

Accessibility and price
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this at a price which allows them to maintain their infrastructure while 

also offering aggregated content, whereas a subscription to an SVoD 

service can cost much less, as the subscriber only pays for the content 

they then watch on their own device. 

BYOD refers to the paradigm in which a user accesses a service on 

a device they own. Curiously, the term was coined in 2004 by a VoIP 

operator, which allowed their clients to use their own devices and 

Internet access to use its voice services. The concept became popular in 

around 2009, following the trend of Intel’s employees taking their own 

laptops to work. The BYOD trend has become the policy for startups in 

this decade, with workers using their own devices to access resources 

and do their own work. This phenomenon has become widespread as 

a result of consumerisation: the technology market shifting its focus 

to the end user, unlike in the past when it was the industry that drove 

innovation.

The BYOD concept is starting to be adopted beyond the workplace. 

Let’s take the example of an IT classroom at school, filled with old and 

poorly maintained computers which are utter torture for students; and 

a complete headache for schools that must buy, install and maintain 

UNDERSTANDING BYOD
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the devices, as well as assuming their deterioration and obsolescence. 

This example illustrates the advantages that BYOD brings to other 

industries. Such is the case for airlines and railways, who have started 

replacing screens for onboard entertainment with BYOD systems 

compatible with travellers’ devices. This is no different from SVoD 

OTT services: rather than deploying a STB and hardware within the 

subscribers’ household, new players rely on the technology that the 

subscriber already owns.

These days, content can be played anytime and anywhere thanks to 

the advances in multimedia distribution with Internet technologies 

(Adaptive Bitrate, or ABR) and its securisation (Digital Rights 

Management, or DRM).

The current state of the art
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Everybody now either has a computer (where native applications are 

being abandoned due to the growing preference of accessing the 

internet via a web browser), tablet or smartphone to hand. Video plays 

on these devices continue to grow, however the type of consumption 

is mainly casual viewing of short content or accessing sporting events 

on the go.

Users still prefer to watch their favourite films and series on the TV screen, 

which explains the dizzying growth of popularity of connected TVs. 

Main ABR streaming technologies and DRM securisation.
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Most popular devices for audiovisual consumption.
*Marginal use
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Embracing the BYOD revolution

Leading smart TV manufacturers are increasingly building interactive 

platforms with online content, and users are increasingly connecting 

their traditional TVs with what are known as media streaming devices. 

In fact, the penetration rate of connected TVs is growing so quickly that 

they have overtaken video game consoles. 

Weekly video minutes watched by device by users. © Nielsen 2018 

Smart TV household penetration rate worldwide 
from 2013 to 2019. © Statista 2018 
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BYOD was developed in the workplace, with its success measured by 

the advantages it brings to both the company and the employees: 

cost, productivity, social benefits, etc. Similarly, the adoption of BYOD 

in the audiovisual industry benefits just as much the operator as it 

does its subscribers: with the latter seeing it as greater value for a lower 

price, and the operator enjoying the new strategic advantages to their 

traditional business model. 

The most obvious benefit of the BYOD approach are the costs. BYOD 

helps to reduce them by using the entertainment devices that their 

subscribers already own, rather than having to provide customers with 

specific equipment to access the service. And it’s not only the hardware 

and software costs that are reduced but also other costs associated 

with logistics and installation, deinstallation and reverse logistics, 

replacing equipment, operating and support costs, maintenance, 

customer service, etc. 

ADVANTAGES OF BYOD IN THE 
PAY TV MARKET

16

Reduce CAPEX and operating costs

The most obvious benefit of the BYOD
approach is the dramatic cost reduction

https://www.thebroadcastbridge.com/content/entry/918/smart-tvs-as-STB-replacements-transfer-capex-to-consumers
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To cut these costs, it is not enough to cover a wide range of devices with 

various external solutions or to provide an independent solution for 

each of them. The only viable path towards achieving these advantages 

would be to provide a BYOD ecosystem based on a consolidated 

platform of multiple technologies.

As a result of consumerisation, users will always have the most advanced 

technology. 

Just like how non-smartphones are no longer sold, we are not far from 

the time when only smart TVs will be manufactured. This context will 

benefit the operator in terms of costs, given that they would no longer 

have to take into account the amortisation periods of their equipment 

or the management of their legacy platforms. Additionally, this provides 

the operator with a substantial strategic advantage, as the limitations 

of obsolescence will shift from the operator to the user, who replaces 

the device at the pace of technological evolution. It also avoids pay TV’s 

slow adoption of new innovations, such as the jump from SD to HD, 

of which there are still operators in the migration process, despite the 

fact that 4K has already been around for a while. What will come next, 

8K? Virtual Reality? For the operator, this question would be much less 

Always with the latest technologies
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troubling if their subscribers were the ones equipping themselves with 

the latest technologies. 

BYOD helps to accommodate the limitations and embrace the 

innovations of technology. However, dealing with many different 

technologies that are in constant evolution poses new challenges 

when attempting to achieve a compatible and universal service.

Broadband access is almost universal, and millions of consumers are 

buying multimedia devices equipped with the latest technology. A 

traditional TV business requires headend infrastructure to reach the 

subscriber, as well as installations in the household, before the client 

can enjoy the service. Potential customers are restricted to the areas 

within which the service is deployed: every new sign up assumes a 

costly process in terms of time and material as well as every time a 

subscriber leaves the service, which has an additional, intrinsic cost.

In contrast, BYOD enables immediate reach to a universal audience, and 

the process of signing up to or leaving a service is very simple and takes 

18

Reach a universal audience

BYOD enables inmediate reach to a universal audience
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place right at that moment. This makes new business models possible, 

such as captivating new clients with free trial periods, which would 

be riskier for operators that are required to deploy equipment in the 

subscriber’s household. Moreover, with BYOD, the potential customer 

base has neither physical nor virtual barriers, other than those that the 

operator chooses to implement. Globalisation is removing all artificial 

limitations - roaming is causing borders to fall, just like geo-blocking 

for the provision of video services. BYOD truly offers itself as the perfect 

enabler of a globalised service.

The universalisation of BYOD comes from the concept of the second 

screen, and satisfying new market demands with content which 

really is everywhere. It is not enough to use tablets and smartphones 

as a mere accompaniment to the service. Consumption of the most 

appealing content takes place on TVs, which for the most part are now 

connected and equipped with the latest technologies. The operator 

should also satisfy the subscriber’s growing expectations to watch their 

favourite content anytime, anywhere and on any device, as a way to 

retain subscribers and maximise ROI. 

In addition, BYOD enables the creation of an entire ecosystem which revolves 

Maximise loyalty and ROI with “content everywhere”
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around the service. An ecosystem is, in essence, a strategy to gain subscriber 

loyalty with a simple, intuitive and, above all, seamless experience across 

devices that engages users and reduces the likelihood of them leaving 

the service. A unified solution allows operators to provide subscribers with 

a familiar and personalised service, regardless of the device they use, and 

also adjust their offering to every type by implementing different strategies 

for different devices. 

20

Offer content anytime, anywhere and on 
any platform. © Mirada 2019
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In relation to the change of strategic vision which a traditional pay TV 

operator must undergo, the organisation must be prepared at all levels: 

management, marketing, sales, technology, and so on. Their business 

is no longer based on the deployment or rental of STBs, and subscriber 

loyalty is no longer determined by a low price, nor by a subscription 

duration which guarantees the amortisation of the deployed 

equipment. Technological developments and obsolescence life cycles 

should not be seen with suspicion. The opportunity lies in reaching a 

universal audience, and the challenge is immediacy and innovation, as 

well as understanding the customer and their technology. To achieve 

this, product adjustments and continuous improvements to the service 

and ecosystem are required, which should be offered as new business 

models at a more attractive price. 

The adoption of BYOD requires a change of vision and strategy. Before 

said changes, the operator must understand and evaluate a variety 

of limitations, complexities, risks and challenges, which they must 

confront in order to compete in the best possible conditions.

A change of vision

BYOD FOR PAY TV: CHALLENGES 
AND RISKS
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Although it may seem like a natural tendency, the adoption of BYOD 

doesn’t come for free. Despite the reduction in capital investment, 

it still requires other investments of a lesser magnitude. First of all, 

the operator must consider the software suite which makes up the 

entire ecosystem for subscribers’ devices. This must offer an attractive, 

consistent and unified experience, while taking into account the specific 

characteristics of the use, interaction and visualisation of each device. 

Following this, the operator also requires a platform that will operate 

their new ecosystem, which must offer consolidated management 

capabilities. They should avoid independent and non-integrated 

solutions which lead to a different product evolution, limitations of 

each technology, operating costs and exponential complexities as 

the ecosystem grows. And thirdly, the technological adaptation and 

dimensioning of the infrastructure - streaming services must be 

provided with equal or higher perceived quality than in a traditional TV 

deployment, either over their own network or via OTT.  
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Subscriber loyalty is no longer determined by
a low price or a huge choice of channels

Investment and derived operating costs
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Operators must offer an attractive, consistent
and unified experience across every device

In a BYOD ecosystem, the types of devices are growing, and it is 

important to adapt to the range of ever-changing technologies. Such 

diversity becomes even more complicated if we take into account 

obsolescence and constant evolution. In the context of consumerisation, 

the user feels obliged to constantly update their device and shorten the 

replacement period of their device for a newer model. Despite being 

financed by the end user, always having the latest technology presents 

a new, ever-changing challenge.  The creation and evolution of the 

ecosystem must be assigned to partners who know how to combine 

their experience and knowledge of the industry with a unified solution 

and the capacity to take on a moving target defined by constantly 

evolving technologies. 

Dealing with a moving target
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An example of a multi-platform ecosystem for operators. © Mirada 2019
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Traditionally, pay TV operators implemented closed systems. On the 

one hand, they guarantee the security of their service and, on the 

other, they guarantee return on investment. This vision contradicts 

that of a BYOD strategy, which is based on an open system and on 

standards which permit as wide an ecosystem as possible. In the 

workplace, BYOD poses a security risk to the corporate network, as 

well as to the safeguarding of confidential information. Security must 

also be considered with the adoption of BYOD in the TV business. This 

cannot be guaranteed with closed, proprietary conditional access 

systems which impose compatibility barriers. In contrast, they must 

be based on multi-DRM security systems and industry standards, 

which are supported by a diverse range of devices. Securisation must 

be complemented with authentication and authorisation procedures, 

along with policies to limit terminals and concurrent plays in each 

household, in order to avoid unlimited access to the service using the 

same, shared credentials. 

Within the pay TV world, there is widespread fear of the universalisation 

of an open system, due to the potential threat of losing subscribers to 

other services that are available on their device in one click. This risk does 

Fear of an open system, security and churn risk
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exist, but the fear of the BYOD paradigm builds even more when seen 

from a traditionalist perspective, such as operators’ ongoing scepticism 

of replacing their STBs with another based on Android TV. But this is 

not adopting BYOD! It is simply the adoption of a new technology in 

the same traditional business, where the closed system opens a door 

for the subscribers to escape through. BYOD means competing in the 

arena of user devices, where subscriber loyalty is based on a high quality 

service with quality content, in an attractive and engaging ecosystem. 
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POSSIBLE BYOD BUSINESS MODELS 
FOR PAY TV
TV operators will be able to enjoy the competitive advantages of BYOD, 

but for that they need to adapt their offering and commercial products 

to the new scenario. 

The first step towards BYOD, which some operators are already 

adopting, is to provide it as a complement to the traditional STB-based 

Complement a traditional offer with BYOD

Within the pay TV world, there is widespread fear
of the universalisation of an open system
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offering. This tactic consists of extending the streaming service on the 

second screen to a broader ecosystem. Connected TVs are of particular 

relevance in this regard, as they allow subscribers to enjoy the service 

with a lean-back experience equivalent to that provided by the STB. 

This model, which assumes that all subscribers already have a STB 

deployed within their household, offers the following alternatives: a 

limited complement where BYOD only offers a subset of functionalities, 

channels and content, or an unlimited complement which provides 

the same as a STB or even an alternative to secondary STBs under the 

same contract. Operators can choose to include either one within the 

subscription or separately as extras, based on the limit of the devices 

and concurrent use permitted within the household. 

Iris Multiscreen Solution for different busines models. © Mirada 2019
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Another way to incorporate BYOD is to promote it as an alternative to 

the traditional STB, in such a way that subscribers with a STB coexist on 

the same platform as subscribers without an STB, who would access 

the service exclusively on their own devices. This method can either be 

offered at the same or a cheaper price, and can either include the same 

offering as the STB-based product, or just a limited alternative. Given 

the immediacy and reduced costs, operators can offer a promotional 

27

Offer BYOD as an alternative to 
traditional deployment
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trial period to captivate new customers who may then migrate to 

the STB-based model later on. With a traditional business approach, 

BYOD can be offered with the possibility of renting or subsidising an 

open device. This model can accommodate an even wider audience 

for a much smaller investment than the cost of a proprietary STB. 

As mentioned earlier, it is not about the simple adoption of a base 

technology such as Android TV for the operator’s STB, but enhancing 

their offer with a BYOD strategy with retail devices which end up 

becoming the user’s property. This alternative model is compatible 

with the aforementioned supplementary model, which would include 

BYOD-only clients, traditional clients with a STB, and finally clients 

with a STB and the complementary BYOD offering. Furthermore, both 

prepare the operator for the progressive substitution of their traditional 

business model for pure BYOD.

Fundamentally, this is the strategy on which SVoD OTT providers have 

based their development. The integrated service is provided on the 

device of the subscriber, who only pays for the service and its content, 

resulting in a cheaper price. We are living in a converging world, in 

which pay TV is increasingly forming part of a global service offering of 

Pure BYOD as a substitute to traditional business

https://www.digitaltveurope.com/2018/05/14/canal-to-use-apple-tv-4k-as-its-set-top-box/
https://www.digitaltveurope.com/2018/05/14/canal-to-use-apple-tv-4k-as-its-set-top-box/


triple- or quadruple-play. Many new operators consider their TV service 

as a proposal of added value to their main objective, which is to become 

the consumer’s leading entry window to the digital world. For many 

telecommunications providers, pay TV is only one of their services, so 

a BYOD offering without the accompaniment of the traditional STB 

would not cease to be part of their global bundle. These providers 

would take into account other services, such as broadband access, 

when designing their new subscription models.

Are we facing a scenario that will change pay TV forever? It is possible that 

we are still a long way from the full substitution of traditional business 

with pure BYOD, just like how not all businesses have implemented the 

approach and how some schools still have old and poorly maintained 

IT classrooms. But for how long? With the continuous progress of 

consumerisation, the BYOD trend appears to be unstoppable.
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