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Abstract 

This thesis focuses on the persona of the founder as a critical element on the success of a start-

up during the first few years on the market. More specifically, it analyses how the founder can 

act to achieve a competitive advantage even in the situation of saturated market. This paper 

provides a case study of Østerberg Ice Cream, a company that produces a healthy and 

innovative ice cream, in Copenhagen. The authors firstly focus on the persona of the founder 

and his or her collaboration with universities and lead users. Then there is an examination of 

the ice cream market using Porter’s five forces analysis and the SWOT analysis. 

Consequently, the authors discuss the type of product innovation based on the two dimensions 

of market and knowledge. In the end, the authors analyse the competitive advantage through 

Porter’s (1985) and Barney’s (1991) approaches. The results suggest that the knowledge of 

the founder is the main element that allows the company to achieve a competitive advantage 

in a saturated market through the offer of an innovative product. With this master thesis, the 

authors aim to provide findings that have an external validity and can be valuable for other 

industries. 
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1 INTRODUCTION 

1.1 Research question and motivations 

Data show that Denmark is one of Europe’s most entrepreneur-friendly countries. The average 

cost of starting a private limited company is 90 €, against the European average of 311 €, and 

the average time required is 1 day while European standards are 3.1 days (European 

Commission, 2018). Additionally, English is widely spoken as the nation was ranked the third 

best non-native English-speaking country in the world (EF English Proficiency Index, 2017). 

Therefore, removing the language barrier allows start-ups to operate internationally and attract 

top talents. The country is also praised as being one of the best test markets with a world-class 

information and technology infrastructure (Ryan, 2018).  

Such creates a fertile ground for the growth of new businesses. Data from Eurostat (2018) 

show how Denmark is attracting more entrepreneurs to open an activity. From 2010 to 2015, 

the number of new enterprises increased on average by 17% per year1. 

Nevertheless, during the same period data show that only 70 % of new start-ups survived the 

first year and over a 5-year period, less than 50% remained active in the market (Eurostat, 

2018). Hence, even though Denmark shows a continuous increase in the number of new 

businesses opened each year, the number of start-ups that fail and exit the market within a few 

years span is also increasing, with more than half of new companies ceasing operations within 

5 years (Eurostat, 2018). 

Such findings open a debate on understanding what factors are the most relevant to the 

success of a start-up during the first few years on the market. Theory highlights the 

importance of considering human capital characteristics of the entrepreneur in the survival of 

new ventures (Gimeno et al., 1997). This thesis aims to offer novel insights to the mentioned 

debate, trying to answer the following research question: “How may the persona of the 

founder allow to reach a competitive advantage in a saturated market?”. 

This paper is a case study of Østerberg Ice Cream, an enterprise launched in 2014 that 

produces healthy and innovative ice cream operating in the city of Copenhagen. The founder 

is Cathrine Østerberg, a 30-year-old woman and a first-time entrepreneur, who comes from an 

entrepreneurial family and has a vast knowledge of the ice cream world. The research focuses 

                                                           
1 The European average for the same years is 13% (Eurostat, 2018). 
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on her persona, evaluating what skills, attitudes and choices allowed her to succeed in the ice 

cream market.  

We argue, in accordance with the theory, that the entrepreneur has a central role in the success 

of a start-up. From choosing the product to pricing and marketing techniques, obtaining funds 

and hiring employees, the first stages of a new company are almost entirely in the 

entrepreneur´s hands. Therefore, we support the view that once the main skills, attitudes and 

knowledge needed to successfully open and run a business are understood, these could be 

applied to different sectors and used as footsteps for future first-time entrepreneurs.   

The ice cream market features heavy competition. There are more than 30 ice cream shops in 

Copenhagen Inner City (Yelp, 2018), as reported on the internet, and many more without an 

official website. We argue that it is valuable to understand the reasons underpinning the 

success of Østerberg Ice Cream in such a saturated market, as they could also be used to 

comprehend other types of market. 

In fact, we support the view that the ice cream market could provide a good illustration of 

other food markets with similar features, where there is a high number of competitors and 

possible saturation. Candy shops and pastry shops are similar to ice cream shops, as they offer 

a sweet snack on an analogous price range and can potentially attract a broad customer base.  

On a larger extent, quick service restaurants such as burger and pizza shops, have 

characteristics similar to ice cream stores. Even though burgers and pizza are a meal while ice 

cream is generally seen as a snack, the distribution of shops around the city, many competitors 

and a high number of new businesses entering the market, are similar traits. 

We argue that threats and opportunities faced by an entrepreneur who opens a new business in 

the above-described food markets have many common features, and the general skills and 

knowledge required to succeed in such sectors are also similar, with a precise specification 

and peculiarity for each type of market.  

Therefore, through this thesis, by evaluating behaviour, attitudes, skills, and choices that 

allowed Cathrine Østerberg to succeed in the ice cream business, we aim to provide guiding 

information for other entrepreneurs that create a start-up in one of the mentioned food 

markets.  
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The thesis has an internal validity as it uses qualitative and quantitative data from interviews 

and research inside and outside the case company. The aim was to gather information from 

different perspectives that could provide a valuable and unbiased understanding of the case 

study and the market.  
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1.2 Company description  

Østerberg Ice Cream is an ice cream manufacturer with a shop in Østerbro, Copenhagen, 

opened in June 2014, another shop in Ho Chi Minh City, Vietnam, opened in October 2016, 

and a third shop recently opened in Vesterbro, Copenhagen, in April 2018.  

The name is taken from the founder’s surname, Cathrine Østerberg a 30-year-old first-time 

entrepreneur with an enduring passion for ice cream. The founder had her first job experience 

in an ice cream shop when she was only 13 years old and after high school, she chose to 

undertake a Bachelor of Science in “Food Science” and a Master’s of Science in “Gastronomy 

and Health” at Københavns Universitet (KU).  

Her intense passion, in addition to the experience and the university studies, enabled Cathrine 

to become an ice cream expert. She now teaches classes on ice cream and offers a consultancy 

service for everything related to the ice cream world.  

An important role in Cathrine’s entrepreneurial entry was played by her father, Niels 

Østerberg, who started in 1999 Orana A/S, a leading fruit company in the world operating in 

Vietnam, Egypt, India, Malaysia, Hong Kong and Kenya. Niels has been a role model for 

Cathrine as well as a valuable source of suggestions and advice about entrepreneurial choices 

and career.   

Østerberg Ice Cream offers supreme-quality ice cream with healthy ingredients, a low level of 

sugar, no preservatives, no artificial colours or aromas and exotic fruit tastes from around the 

world such as tamarind, jackfruit, paan, mangosteen, aloe vera, pomegranate, soursop and red 

dragon fruit. 

Østerberg Ice Cream can be considered a successful company. After three years working with 

balancing costs and revenues, the company was able to turn a profit in the fourth financial 

year. Beyond the success, Cathrine maintains an innovative mindset as she is almost ready to 

launch a new product, the Frostbite, which is part of the analysis in this thesis, and she is also 

collaborating with two university students for the development of an innovative recovery ice 

cream, which we will briefly describe but it won’t be deeply analysed in this thesis.  
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Frostbite 

 

 

 

 

 

 

 

 

Figure 1, picture of the Frostbite Endurance bar (source: Østerberg, 2018) 

Østerberg Ice Cream will soon launch a new ice cream product called "Frostbite". It will be 

shaped like a bar with the internal part made of ice cream and the bottom with dates, 

hazelnuts, hemp seed, low-fat almond flour, cocoa and chia seed. It will be sugar free, gluten 

free, vegan and organic. 

Frostbite has functional properties ideal for athletes and it will have three different variants, 

based on the specific needs of the consumers: one bar for strength training with high protein 

content, one bar for endurance training with high carbohydrate content and one bar for 

flexibility training with high fibre content. Each variant is sweetened with fruit, contains 

omega-3 fatty acids and all-natural ingredients.  
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1.3 Thesis structure 

The paper is structured into four main sections which provide an analysis of our case study 

and evaluate the research question under different perspectives.  

In the first part, we discuss the relevant theories connected to our case study and research 

question. In the beginning, we analyse the persona of the founder, the influence of the family 

on the entrepreneurial choice, and the traits needed to be a leader. After, we explain the 

importance of lead users and university collaborations as sources of innovation. Subsequently, 

we draw a theoretical analysis of the market, through Porter´s five forces and the SWOT 

analysis.  

We follow then a study on innovation, with a focus on product innovation and the concept of 

disruptive innovation. Lastly, we draw an overview of the competitive advantage through the 

theories of Porter (1985) and Barney (1991). We analyse each of these elements by collecting 

several theories discussed during our two-year long master program in Management of 

Innovation and Business Development at CBS. 

The second part of the thesis is the methodology, where we explain the type of approach we 

used for collecting data. In this section, we give a brief overview of the people we 

interviewed, to understand their connection to our case study. In the end, we define the 

limitations of our project. 

In the third part, we focus on the previously described theoretical elements, analysing them 

with data and evidence gathered through market research and interviews. We try to 

understand how each element is connected and how it is useful to provide a general 

comprehension of the whole project.  

The last part is the discussion where we link together theories and data about the several 

elements analysed and we draw our final answer to the research question. In addition, we try 

to provide suggestions to the company, based on opportunities and data evidenced in the 

thesis, and to understand the external validity of the project. 

 



 

 

7 

2 THEORY 

2.1 The persona of the founder 

2.1.1 Entrepreneurial traits  

An entrepreneur has many specific traits and dispositions that literature has analysed 

throughout the last century. Although it’s not possible to deeply evaluate all of them in this 

master thesis, we stand that the several theories and authors studied during our master 

program can contribute to understanding the first part of our research question on the 

entrepreneur (or founder): How may the persona of the founder allow to reach a competitive 

advantage in a saturated market?”. 

Our first concern is to understand any difference between entrepreneur and non-entrepreneur 

individuals. For this reason, we take into consideration the model developed by Kihlstrom and 

Laffont (1979) in which they assume an equilibrium where people have equal skills and the 

same utility function, and it should be consequently indifferent between paid employment or 

entrepreneurship. In these conditions, the main factor that affects the entrepreneurial entry is 

the willingness to bear risks, and people choosing entrepreneurship are less risk-averse. This 

model was developed starting from the arguments of Knight (1921) who explains that 

entrepreneurs are risk takers because an initial lack of financing requires them to bear all the 

risks since the early-stage.  

However, not all authors agree that entrepreneurs are risk takers. Schumpeter (1934) supports 

that the risk of providing funding is faced by banks and investors, and therefore entrepreneurs 

are never risk bearers but only innovators. 

Busenitz and Barney (1997) further investigate this trait of the entrepreneur through a 

comparison between entrepreneurs and managers in big organisations. The authors argue that 

entrepreneurs may not have a higher risk propensity than managers but simply their 

overconfidence makes them perceive situations less risky than how managers would. Cooper 

et al. (1988) also support the overconfidence trait of entrepreneurs who tend to overestimate 

their skills and chances of success. 

Literature has not been able to provide a solid answer to the question of whether entrepreneurs 

are risk takers or not. In this thesis, we cannot give a solution to the above discussion, but 

through data and analyses, we offer further insights into the topic. 
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Beyond the traits that influence the entrepreneurial entry, we support that it is essential to 

understand the decision-making process of the entrepreneur and whether this can contribute to 

the newly launched company. As a matter of fact, entrepreneurs constantly make decisions 

and act in unpredictable environments.  

Saras Sarasvathy’s theory of Effectuation (2001) is an approach in entrepreneurship 

processes, where an individual identifies the next, best step by assessing the resources 

available in order to achieve the goals, while continuously balancing these goals with the 

resources and actions. It is, therefore, a way to control the unpredictable future and a logic of 

thinking that serves entrepreneurs in starting businesses. 

The theory of effectuation differs from that of causation, where there is a predetermined 

objective and the process to achieve it is carefully planned in accordance with a set of given 

resources. As the entrepreneurial world is mostly characterised by uncertainties and risks, the 

causal logic is not suited and doesn´t apply to entrepreneurship processes (Sarasvathy, 2001). 

This theory gives the founder the main role in shaping a venture during its early stage.  

The main principles of effectuation strengthen these findings: 

• Bird-in-Hand. Entrepreneurs need to create solutions with the resources available at 

the moment. 

• Lemonade principle. Mistakes and surprises are inevitable and can be used to look for 

new opportunities. 

• Crazy Quilt. Entering into new partnerships can bring the project new funds and new 

directions. 

• Affordable loss. Entrepreneurs should only invest as much as they are willing to lose. 

The founder is called the Pilot-in-the-plane, as he can shape the future through his actions, i.e. 

he can create his own opportunities, and shift the company direction. It is crucial to 

understand the traits of the founder as he is the one who most influences a start-up in its early 

stage when the business needs to be shaped from scratch. This argument is developed by 

Gerroski et al. (2010), who show that smaller firms, and hence new ventures too, have higher 

probabilities to exit the market. They are more vulnerable to the external environment, they 

may have a cash constraint that makes it difficult to overcome certain barriers.  
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Gerroski et al. (2010) demonstrate that among the factors that influence the survival of the 

business there is the initial stock of human capital. Nevertheless, the authors consider the 

human capital as a resource related to a group of individuals inside the company. We support 

the view that it is more interesting and valuable for a deeper understanding of the entrepreneur 

persona to consider only the human capital related to the founder. 

In this perspective, we argue that is very useful the research of Gimeno et al. (1997), who 

highlight the importance of considering the human capital characteristics of the entrepreneur 

in the survival of new ventures. The authors explain that the core skills and abilities of the 

founder are among the main factors that would allow a new firm to survive. Despite the 

economic performance, the human capital has strong importance in shaping a venture that 

would fit the market. Founders need to understand opportunities, potential customers, 

competitors, and then shape their business towards the most profitable direction. 

We argue that also other individuals within the company may be a human capital resource, but 

they are hired by the entrepreneur, so we consider their contribution to the survival (or to the 

success) of the company as the capability of the founder to recognise the valuable skills or 

talent of an employee.  

 

2.1.2 Leadership  

It is almost impossible that an entrepreneur can successfully launch and run a company 

without interacting with any other individual. For this reason, we stand that another critical 

trait of the entrepreneur is the ability to create and maintain relationships with all parties 

involved in the business. More specifically the entrepreneur must be a leader able to establish 

good relationships and to inspire all the stakeholders. DuBrin (2012) defines leadership as 

“the ability to inspire confidence and support among the people who are needed to achieve 

organisational goals”.  

The better are the relationships with all the stakeholders both internal and external, the easier 

is to shape the new venture as driven by opportunities. Internal stakeholders are all the 

individuals or groups of individuals that have an interest in the success of the company and 

work inside the company’s boundaries, such as the top management or employees. External 

stakeholders are all those individuals or groups that have an interest in the company but don’t 
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operate within the company’s boundaries (customers, suppliers, institution) (Pinto, 2016).  

Any initiative to be smooth and valuable needs all the people involved in the business to 

follow the guidelines of the founder. 

In the phase of launching a new product, employees are part of the final success of the 

business. The founder needs to be seen as a role model, to be followed and believed. He must 

be a leader and motivate and communicate effectively with its employees in order to increase 

the chances of success of his company (Pinto, 2016). 

Employees need to be always motivated to work at their best, and leaders have the ability to 

inspire and motivate various stakeholders during the whole project life-cycle (Pinto, 2016). 

Whenever a lack of motivation appears, leaders must be able to identify it and to promote an 

effective solution focusing on the long-term goals (Pinto, 2016).  

Another feature required for an entrepreneur to be successful is the ability to communicate 

effectively, fundamental to maintain a good relationship with all its employees (Pinto, 2016). 

Additionally, Pinto (2016) shows how poor communication is one of the major factors why a 

business could fail. Nowadays many projects are developed internationally and therefore 

communication and more broadly management itself cannot be on a unique style but should 

be aligned to the country of the person we are dealing with, who has different beliefs, values 

and habits. Specifically, Silver (2009) shows how a leader should have a different approach in 

foreign settings for reaching the highest outcomes. 

A person who is a leader has specific traits and abilities in knowing himself and dealing with 

the others, that literature summarises with the term of emotional intelligence. This means that 

leaders understand the emotional and relational transactions between different parties. 

Emotional intelligence enables the creation of direct and supportive relationships.  

The first trait of emotional intelligence is self-awareness. This means that leaders possess a 

deep understanding of their own strengths and weaknesses. Named feature results in the 

ability to interact with others better because leaders know how his feelings and attitudes are 

affecting his behaviour (Goleman, 1998; Clarke, 2010).  

Secondly, self-regulation is the key to successful communication. Named trait refers to a 

leader’s ability to keep himself under control. More specifically, it includes reflecting on 
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events, responding to them after careful consideration, and avoiding the mistake of indulging 

in impulsive behaviour (Goleman, 1998; Clarke, 2010).   

Furthermore, empathy is an important trait of successful leaders. This ability means to be 

willing to take other people’s feelings into consideration when making an informed decision. 

Named approach allows the leader to treat his employee in a manner that is designed to gain 

the maximum commitment from that person (Goleman, 1998; Clarke, 2010).  

Additional traits of emotional intelligence are social skills and the ability to motivate, which 

can also aid the negotiation process. Pinto (2016) explains that when the founder acts as a 

leader there is a better atmosphere in the company that allows a better development of the 

business and exploitation of opportunities. He has to be the guidance, innovative and original, 

inspire trust and focus on people.  

At the same time, employees need to have the right to say no. It is very important that all 

members feel they can disagree and potentially come up with interesting solutions to the 

business. Additionally, each team member must feel to be part of the final outcome of the 

business, namely be in joint accountability, where the success depends on his own work as 

well. 

 

2.1.3 Parental influence in the entrepreneurial choice 

The model developed by Kihlstrom and Laffont (1979) considers the willingness to bear risks 

as the main factor that influences the entrepreneurial entry, but it lacks to analyse the 

influence of the family in the entrepreneurial choice. Literature shows that the experience and 

the traits of the family members (mostly parents) might have an important role in the decision 

of an individual to become an entrepreneur, and, relatively to our case company, the topic 

needs to be deeply analysed as the father of the founder is a long-time entrepreneur with a vast 

experience in the business environment. 

Sørensen (2004) demonstrates that having self-employed parents increases the probability to 

become self-employed as well. Dunn and Holtz-Eakin (2000) find that in the USA having a 

self-employed parent doubles the likelihood of a self-employment entrance during the first 

years of career. Nevertheless, Sørensen, (2004) explains that despite a large amount of 

evidence of this intergenerational transmission, many authors have not been able to explain 
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the exact mechanisms that generate it. We decided to use Sørensen (2004) as the primary 

theoretical source who analyses what mechanisms have empirical support in the 

intergenerational transmission because his research is based on data collected in Denmark, 

hence giving a more accurate picture of the situation of our case study. 

Sørensen (2004) suggests two main arguments for the intergenerational transmission, defined 

as “exposure” and “closure”.  Kohn, Slomczynski, and Schoenbach (1986) explain that the 

exposure arguments refer to the influence and impact of the parental status on their children. 

The children of parents with a particular social position are exposed to a set of experiences 

that can influence their future choices of career.  A child has a higher consideration of self-

employment as a career option when he is exposed to a family with one or more self-

employed individuals (Carroll and Mosakowski, 1987) and he also has higher probabilities to 

learn relevant self-employment skills (Dunn and Holtz-Eakin, 2000).  

Western and Wright (1994) describe the closure arguments: self-employed parents can use 

their social status and the resources that this position offers, to shape their children´s future. 

Even though the likelihood of undertaking the self-employment career is the same for any 

individuals, the children of self-employed individuals are more likely to succeed when they 

try to start this career thanks to the possibility to access to their parents’ resources (both social 

and financial). For this reason, Western and Wright (1994) argue that regular employees do 

not have valuable resources to transfer to their children who thereby face severe difficulties to 

overcome the barriers to entry in the self-employment career.  

Sørensen (2004) describes four distinct mechanisms that can explain the intergenerational 

transmission of self-employment, which is directly or indirectly influenced by the two 

theoretical approaches previously described (exposure and closure). Such mechanics are 

aspirations and entrepreneurial skills (as exposure mechanisms), financial capital and social 

capital (as closure mechanisms).  
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Aspirations 

Sørensen (2004) supports that the personality of the parents affects the children’s aspirations 

and values which have eventually a critical influence over the self-employment choice.  

Supporting this argument, Carroll and Mosakowski (1987) state that a child tends to consider 

his self-employed parents as role models. This leads to an increased awareness of the child 

towards the self-employment career which can be taken into consideration as a possible 

“alternative to conventional employment”.  

Furthermore, Kohn, Slomczynski and Schoenbach (1986) find that individuals with a job 

characterised by high level of self-direction, develop values that accentuate autonomy and 

self-direction, and children are eventually affected by such values. Thus, children of self-

employed will prefer autonomy and self-direction in comparison to other children; this 

preference can orient the individual towards the decision to entry into self-employment.  

 

Entrepreneurial skills 

Many authors have analysed how individuals gain entrepreneurial skills during the childhood 

and the adolescence when they are exposed to parental self-employment. Carroll and 

Mosakowski (1987) explain that the main learning source of these skills is a work experience 

inside the family business rather than a simple observation of a self-employed parent.  

Aldrich, Renzulli and Langton (1998) support this theory with a study on Canadian 

entrepreneurs. The study demonstrates that the 61% of entrepreneurs with a self-employed 

parent have work experience in the family business and more than the 50% of these 

individuals started their career within the parent business before becoming entrepreneurs.  

Nevertheless, in the same research, the authors explain that they do not find any direct 

evidence that entrepreneurs with one self-employed parent have more entrepreneurial skills 

than other entrepreneurs. We argue instead, as we have evidence from our business case, that 

a child of a self-employed parent grows up in a continuous process of entrepreneurial skills 

learning.  

Our argument is backed by Lentz and Laband (1990) who explain that entrepreneurial skills 

are acquired as a natural result of growing up with a self-employed parent. When his peers 
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start to acquire a few basic job skills, the child of an entrepreneur usually has already a wide 

range of managerial knowledge.  

These differences in the acquisition process of the entrepreneurial skills may be the cause of 

higher returns expected from an entrepreneurial career, which may eventually explain the 

higher rate of self-employment decision of children of self-employed parents. 

 

Financial capital 

Many authors argue that the capital or property transfer is the cause of self-employment 

legacy. Western and Wright (1994) state that the family properties represent for the 

entrepreneurs’ children an insurance against the paid employment. Western and Wright 

(1994) state that every parent wants to help their children, but the availability of cash and 

rapid access to credit are the basis for autonomy; this means that self-employed children are 

privileged regarding self-employment entrance.  

Parents can help their children to undertake a self-employment career by merely allowing 

them to take control of the family business. Nevertheless, Sørensen (2004) supports that this 

fact occurs in very few occasions while Carroll and Mosakowski (1987) find that only few 

entrepreneurs acquired their businesses via inheritance or purchase from their parents and 

very few entrepreneurs had any financial help from their parents.  

 

Social capital 

Sørensen (2004) explains that a successful entry in the self-employment career, in addition to 

funds that allow to overcome financial constraints, also requires the capability to understand 

entrepreneurial opportunities and to mobilise valuable resources (beyond money) in order to 

obtain advantages from them.  

In this perspective, the social capital of the self-employed parents is a closure mechanism that 

enables the intergenerational transmission of self-employment.  

Self-employed parents are facilitated by the social networks existing around their business (or 

social capital) to obtain information about opportunities that can arise from new markets, or in 
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some case they can directly recognise possible business opportunities. Hence, children of 

entrepreneurs may show higher rates in self-employment entry because their parents can 

provide them with valuable knowledge about entrepreneurial opportunities. 

•••••• 

Based on these four mechanisms, a strong correlation exists between being self-employed and 

having self-employed parents. Sørensen (2004) provides very interesting results on the 

entrepreneurial choice made by individuals in Denmark. He focuses on the exposure and 

closure effects of the intergenerational transmission and he gathers data that closure 

arguments have a limited impact on the self-employment transmission. As a matter of fact, 

findings don’t support that self-employed parents help their children to undertake an 

entrepreneurial path by providing financial capital. On the same line the idea that the network 

of the parents can be an advantage for the children entry in the self-employed career has a 

little evidence (Sørensen, 2004). 

In conclusion Sorensen’s (2004) research shows a consistent confirmation of the exposure 

processes as the principal element for the intergenerational transmission in Denmark. 

  

2.1.4 Employees  

We argue that the employees and their skills can become a valuable resource for the 

entrepreneur and therefore we are interested in understanding the mechanisms that drive the 

hiring process of the right employees. Ruef et al. (2003) explain the five main mechanisms 

that influence the choice of hiring employees:  

• Homophily 

• Functionality 

• Status expectations and structuralism 

• Network constraint 

• Ecological constraint 

Homophily drives the choice of the employees based on similar characteristics that can be 

elements of the internal social identity, such as values, beliefs, norms, or external such as race, 

gender, age, nationality. The existence of these similarities or common characteristics 
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generates a deep trust, interpersonal attraction and understanding that lead to a more profound 

feeling of social affiliation.  

Ruef et al. (2003) demonstrate that exists a positive correlation between the gender of the 

founder and the founding team, as well as a positive correlation regarding ethnic homophily.  

Functionality means that the chosen members have complementary and valuable 

competencies that, combined, can influence the success of the team.  

Status expectations and structuralism refer to the capability of high-status individuals, in 

terms of achieved or ascribed characteristics, to attract other team members.  

Network constraint means that the new members of the team are chosen within pre-existing 

networks of strong and weak ties which therefore represent a constraint. The ties can be 

divided into three different kinds: family (strong ties), friends and acquaintances (weak ties) 

and strangers.  

Ecological constraint refers to the tendency of many start-ups to have members in the same 

industry and/or geographic location.  

Ruel et al. (2003) collected data from 830 individuals in the U.S.A. in the process of starting a 

business to understand whether and which of these mechanisms have empirical evidence. The 

main result is that the homophily mechanism has consistent empirical support while 

oppositely, the functionality mechanism has little empirical evidence.  

Therefore, data show that team composition is driven by similarity instead of differences and 

that in the composition of team entrepreneurs prefer trusted individuals or people with whom 

they have strong interpersonal relationships. The authors argue that this tendency of the 

entrepreneurs not to hire strangers leads to a lower level of functional diversity which in the 

long-term can negatively affect the success of the company, as strangers may bring new ideas 

and perspective to the business. 

We argue that the finding that the functionality mechanism has low importance might be 

challenged by other cases, as we encountered a different scenario on Østerberg Ice Cream, 

that we will present in the analysis section. 
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However, we also argue that the findings refer to companies and individuals in the U.S.A., so 

for reasons of diverse cultural background they may not be perfectly representative of the 

European or Scandinavian countries.  
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2.2 External collaborations 

2.2.1 Lead users 

In a limited resources context like the entrepreneurial environment, also all the consumers that 

have a specific interest in a start-up’s product need to be considered, as they can generate 

innovative ideas and effective solutions. 

For this reason, we present the studies of Franke et al. (2006), who define lead users as users 

of a given product or service that expect attractive innovation related benefits and thus are 

motivated to innovate. These users experience the need for a given innovation much earlier 

than the majority of the target market. The more significant is the benefit an individual 

expects from the innovation, the higher is his effort to find a solution. Therefore, the expected 

benefit can serve as an indication of the probability an innovation would occur. Many of the 

innovations developed by lead users appeal to other users, hence providing the basis for 

manufacturers to commercialise them.   

These findings lead to the hypothesis that lead users are the ones who can provide an 

overview of what people will need in the future.  It is crucial for a company to understand lead 

users’ needs in order to develop an innovation that can be later sold in a mainstream market. 

(Franke et al., 2006).  

According to Franke et al. (2006), the user innovation-centred process is becoming a standard 

phenomenon. In this process, users take an active stance and innovate for themselves. It offers 

a great advantage over the manufacturer-centric model, that was used for over a hundred 

years. In the traditional manufacturer-centric model users play only a passive role and rely on 

manufacturers who identify their needs and develop a product trying to satisfy them. In fact, 

manufacturers have less specific knowledge of users’ preferences, rather than users 

themselves. Hence, when the innovation comes from the users, the result is more focused on 

their own needs.  

Franke et al. (2006) explain how users’ innovation is transformed into commercial products. 

Both individuals and firms develop products to serve their own needs and some of those 

products are later adopted by manufacturers and sold on commercial markets. Therefore, the 

rate and direction of innovation are greatly influenced by users.   
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Based on the theory provided above we argue that it is crucial for a company to assess and 

identify lead users’ needs in order to innovate and develop successful products. Collecting 

information and feedback became much easier today than in the past thanks to the 

technological progress and it is therefore recommended to a company to identify lead users 

and develop the product in collaboration with them as they face most of the needs that the 

mainstream market will face in the upcoming future. 

 

2.2.2 University collaboration 

In addition to lead users, the collaboration with universities is also a valuable external 

resource that the entrepreneur can exploit. Schilling (2016) explains that knowledge is the raw 

material for creativity and innovation, and the university is the place where knowledge can be 

generated or deepened. University is, therefore, an important source of innovation (Schilling, 

2016). D’Este and Patel (2007) support that University-Industry collaboration is not a new 

phenomenon and that nowadays there is an increasing variety of interactions between 

universities and companies. The main channels for interaction are:  

• Meeting and conferences (Attendance at industry-sponsored events or conferences 

with industry and university participation). 

• Consultancy and contract research (Consultancy work commissioned by a company or 

a contract research agreement undertaken by university researchers.  

• Creation of physical facilities (Campus laboratories, incubators and cooperative 

research centres funded by the industry or even setting up spin-off companies).  

• Training (Postgraduate training in company or training company employees.  

• Joint research (Joint research agreements involving researchers from both the parties). 

D’Este and Patel (2007) conclude that the variety and the frequency of interactions depend on 

the individual characteristics of the researchers rather than the characteristics of the 

department or university. For example, an individual with previous experience of 

collaborative research is more likely to undertake a higher number and a wider variety of 

interactions. In applied disciplines, it is observed that younger researchers engage in a greater 

variety of university-industry interactions (D’Este and Patel, 2007).  
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Nevertheless, the research of D’Este and Patel (2007) doesn’t show benefits or disadvantages 

that can result from the collaboration between companies and universities. Moreover, the 

research does not mention the reasons that can motivate both the parties to undertake a 

collaboration.  

For this reason, we chose to take into consideration the research conducted by Lee (2000)       

who analysed the reasons that motivate both universities and companies to collaborate. 

Universities decide to collaborate with the companies for several reasons such as obtaining 

further research funds, testing the practical applications of their researches, finding out new 

insight in their researches, obtaining access to companies’ facilities and skills or collaborating 

on education with internships or projects.  

Lee (2000) claims that also companies have valid reasons to collaborate with universities. The 

collaboration can in fact allow a firm to solve a specific technical or design problem, to 

develop new processes or products, to begin crucial and pre-competitive researches, to 

evaluate or test new ideas, to preserve an important presence within an academic network or 

to recruit graduate students with a specialization in a specific field of studies.  

We argue that Lee’s (2000) research does not deeply analyse the obstacles that can occur in 

the collaborations between universities and companies, which are instead widely discussed in 

the research of Bruneel et al. (2010). 

Bruneel at al. (2010) explain that even if both parties have many and valid reasons to interact 

together, the collaboration between universities and industry must overcome some challenges. 

The main issue is that universities aim to create novel knowledge and education, while 

companies mostly want to capture valuable knowledge that can be a source of competitive 

advantage. Bruneel et al. (2010) find that exist two main types of barriers that make 

collaboration challenging: Orientation-related barriers and transaction-related barriers. 

 

Orientation-related barriers refer to divergences in the orientations of universities and 

industry: 

1) Different timeframes: Universities are more interested in a long-term relationship that 

can ensure them to achieve many and several objectives. Oppositely, companies are 

more interested in a short-term collaboration meant to only achieve valuable 

knowledge to reach an advantage over competitors. 
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2) Different goals: Researchers aim to publish the results of the researches to increase 

their fame and compete with their peers based on publication records. On the other 

hand, companies prefer to control the knowledge and the research findings and to 

avoid that competitors can easily obtain the same information (Bruneel et al., 2010). 

 

Transaction-related barriers refer to the problem of the conflict over intellectual property. 

Universities have become economic actors, and very often they focus on a commercial profit 

from their researches through patents or the creation of IP strategies. This is in agreement with 

Pisano (2010) who defines universities as “active economic players in the commercialisation 

of science”. Science can be considered as a business (Pisano, 2010).  

 

Bruneel et al. (2010) conclude that exist three principal means to reduce these barriers.  

1) The experience of a previous collaboration can lower the orientation-related barriers; 

the collaboration with universities partners forces the companies to elaborate new 

operational routines to manage the relationships with the universities. In this way, 

collaboration after collaboration, companies learn how to work beyond their 

organisational boundaries and at the same time, the university can benefit from the 

practical experience of the companies.   

2) The breadth of interaction channels can mitigate the orientation-related barriers but 

increases the transaction-related ones. The authors support that there are many kinds of 

interaction channels in the university-firm collaborations: face-to-face and arms-length 

interactions; formalised and non-formalized interactions; short/targeted and long-

term/open-ended interactions. For a company involved in a broader variety of 

collaboration channels, it is easier to better manage possible conflicts over the 

orientations of the research, by balancing different incentive systems through a 

complex set of inter-organisational agreements.   

3) Inter-organizational trust is the key to overcome and successfully win the uncertainty 

environment in which university and industry collaborations occur. The results of the 

research are often unknown and unpredictable. For this reason, only a high level of 

trust between universities and industry can generate wide information and social 

exchanges, which also motivates both parties to exchange valuable knowledge and 

information.  
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2.3 Market Situation 

After having analysed the main traits of the entrepreneur and the primary resources that he can 

exploit inside and outside the company to achieve its goals, we focus on the part of our 

research question that refers to the market.  

Marshall (1890), states that even if the literal meaning of the word “market” is commonly 

considered as a physical place where things are sold and bought, in economics and modern 

terms the market is not a place, but it must be rather considered as a geographical area where 

sellers (firms) compete among themselves to attract more customers.   

In in this perspective, the existence in a market of many companies that offer the same 

product can lead to the market saturation, which Paesani (2012) defines as a situation in which 

at the current state, the volume of a product (or service) in a market has been maximised.  

Paesani (2012) explains that a market saturation can have a microeconomic or 

macroeconomic perspective. From a microeconomic point of view, a market is saturated when 

it is not capable to provide a new demand for a single firm. This is the case of a company that 

deals with many wild competitors or its products/services do not match the market’s needs 

(Paesani, 2012).   

From the macroeconomic point of view, a situation of market saturation takes place when it is 

not possible for any company in a specific market to acquire new customers because the 

whole customer base has been already serviced (Paesani,2012). 

Whether a situation of market saturation occurs, two strategic options exist that a company 

can undertake to stand out and, sometimes, to even gain a competitive advantage (Schilling, 

2016).  

1) Creativity. A company can successful stand out in a saturated market by providing a 

product/service more innovative in comparison with the one offered by its 

competitors. 

2)  Effective pricing. For a specific product/service in a specific market, a company can 

approach effective pricing either by becoming a low-cost provider or by operating as a 

premium option.  
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2.3.1 Porter’s Five Forces Framework 

One of the most useful tools to analyse the competitiveness of a company environment and 

the market situation is the Porter’s Five Forces Framework. 

Porter (1979) explains that the main goal of the framework is to have a clear understanding of 

the competitive intensity and the attractiveness of a business environment through the analysis 

of five forces: the threat of substitute products or services, the threat of established rivals, the 

threat of new entrants, the bargaining power of suppliers and the bargaining power of 

customers. The combined effect of these five forces makes an industry profitable or less.  

Porter supports that these forces are the ones that most afflict the company’s ability to offer a 

product to its customers and generate profits. The five forces are so strictly correlated among 

themselves that a change in any of these can cause a broader change in the entire industry.  

 

Threat of new entrants 

The more profitable an industry is, the more likely it attracts new firms. Any new firm in the 

industry will eventually reduce the overall profitability and so the one of any existing firm. 

The main factors that can influence the level of threat of a new entrant are:  

• barriers to entry (e.g. patents) 

• economies of scale 

• product differentiation 

• switching costs 

• Access to distribution channels 

• Customer loyalty to established brands 

Product differentiation refers to the company’s ability to distinguish a product from the 

competitors, to make it more attractive (Schilling, 2016).   

Switching costs concern to the costs that a customer must pay when he wants to change brand, 

supplier or product. Usually, these costs are monetary, but they can also be psychological, 

effort and time related (Paesani, 2012). 
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Threat of substitutes 

When a product can provide the same benefits of a product from a different industry, that 

product is defined substitute. In this perspective, there is a risk that the product of a company 

can be replaced by its substitute. Possible factors that influence the level of threat of 

substitutes are: 

• Buyer propensity to substitute 

• Buyer's switching costs 

• Number of substitute products available in the market 

• Availability of close substitute 

• Ease of substitution 

• Perceived level of product differentiation 

 

Bargaining power of customers 

The bargaining power of customers consists of the pressures that customers can put on a firm 

to obtain some benefits such as higher quality products and lower prices. The bargaining 

power of a customer (or buyer) is higher if they can choose among several alternatives and it 

is low when they have only a few options. Some potential factor that can influence the level of 

the bargaining power are:  

• Buyer switching costs 

• Buyer concentration to the firm concentration ratio 

• Bargaining leverage, particularly in industries with high fixed costs 

• Availability of existing substitute products 

• Buyer price sensitivity 

• Differential advantage (uniqueness) of industry products 

Paesani (2012) explains that price sensitivity refers to how the price of a product can affect 

the customers’ purchasing behaviours. The price sensitivity for a product changes according 

with the importance that a customer place on price, relative to other purchasing criteria: 

bargain hunters are more price sensitive than customers with an upper-quality product 

preference (Paesani, 2012). Price sensitivity is also influenced by the market competition and 
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the uniqueness of the product: customers are less price sensitive if a good is unique, has few 

substitutes or it is essential to sustain health or life (Paesani, 2012).  

 

Bargaining power of suppliers 

For any firm inside an industry, suppliers can have a strong bargain power. For example, if a 

company is a biscuits manufacturer and, in the industry, it exists only one firm that sells 

flours, the only option is to buy it from that only supplier.  

Some factors that can influence the power of suppliers are: 

• Supplier concentration to the firm concentration ratio 

• Supplier switching costs relative to firm switching costs 

• Presence of substitute inputs 

• The strength of distribution channel. 

• Impact of inputs on cost and differentiation 

 

Industry rivalry 

In most of the industries, the main force that influences the competitiveness is the intensity of 

competitive rivalry. A clear analysis and understanding of the rivals within the same industry 

is crucial for the success of a firm's product. Besides this, each firm should always be 

conscious of the competitor’s pricing and marketing strategies. Factors that can influence the 

industry rivalry are:  

• Firm concentration ratio 

• Sustainable competitive advantage through innovation 

• Powerful competitive strategy 

• Level of advertising expense 

Paesani (2012) explains that in economics the concentration ratio indicates the size of the 

firms in relation to the whole industry. The concentration ratio ranges from 0% to 100%; 

when it is low the industry is characterised by an intense level of competition while a ratio 

close to 100% is typical of a monopoly, a situation in which only one firm dominates the 

whole market (Paesani, 2012). 
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2.3.2 SWOT Analysis  

The Porter’s five forces is a useful framework to analyse the overall pressure from the 

external environment of a company. Nevertheless, we argue that such framework gives an 

incomplete understanding of a company within a market because it does not provide 

information about the situation inside the organisation. Therefore, we decided to integrate the 

Porter analysis with a SWOT analysis, namely a planning tool useful to analyse Strengths, 

Weaknesses, Opportunities and Threats relative to an organisation or business.  

The main purpose of the SWOT analysis is to identify the goals of a company and specify 

both the external and the internal factors advantageous (or disadvantageous) to achieve such 

goals. Strengths and Weaknesses refer to elements that are inside the company, while Threats 

and Opportunities refer to elements existing outside the company’s borders.  

• Strengths: elements of the company that represent an advantage over its competitors. 

• Weaknesses: elements of the company that represent a disadvantage over its 

competitors. 

• Opportunities: elements outside the company that can be exploited to obtain an 

advantage.  

• Threats: elements outside the company that could be dangerous for the achievement of 

the set goals. 

We argue that the SWOT analysis tends to show the factors as a simple list without an 

assessment of the importance of each element, as for example, it could offer strengths and 

weaknesses in balance without any kind of prioritisation. Such evaluation strengthens our 

choice to develop a SWOT analysis alongside the Porter’s Five Forces Framework, as the two 

systems combined can provide a more in-depth overview of the market situation.  
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2.4 Innovation 

Innovation is an important element that can allow a company to reach a competitive 

advantage in the market. However, many managers underestimate the importance of taking 

into consideration innovation during the elaboration of a business strategy (Schilling, 2016).  

Schilling (2016) argues that a plausible reason for this phenomenon is the low rate of success 

of innovative projects; only one project out of nine is successful and even that one does not 

always allow the company to earn a profit. This process is considered as a funnel in which 

several projects and ideas exist, but very few are successful (Schilling, 2016). 

Hence, what is innovation exactly? Burkus (2014) states that innovation is the application of 

ideas that are novel and useful. From a similar point of view, Schilling (2016) specifies this 

concept by defining creativity as the capability of generating novel and useful ideas. The 

author explains that in this perspective it is essential the knowledge of an individual as this is 

the raw material for innovation and creativity (Schilling, 2016).  

The author also underlines how the body of knowledge is perpetually expanding and that 

esteemed knowledge is often specialised and distributed across several agents; knowledge 

must be accessed and leveraged through education and/or collaboration. This also requires a 

certain degree of “absorptive capacity” which is the ability to understand, evaluate and 

assimilate knowledge (Powell and Grodal, 2005). 

 

2.4.1 Product innovation 

Schilling (2016) explains that innovation can refer both to products or to processes. On our 

master thesis, we will analyse the product innovation, which Schilling (2016) defines as a 

good or a service offered on the marketplace that is new or has substantial improvements 

compared to its previous uses. Product innovation can be achieved through progress in the 

technical specifications, new materials and components, more sophisticated software or novel 

practical features. Product innovation can refer either to new products or to new uses for 

products that already exist in the market (Schilling, 2016).  

New products are goods or services that present significant differences in their main 

characteristics from products formerly offered in the market (Schilling, 2016). An example 
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can be the launch of the first smartphone which was considered a new product in comparison 

with the previous mobile phones.  

New uses for products that already exist in the market occur when a product presents only 

minor changes to its technical specification (Schilling, 2016). It could be the case of a new 

detergent which has a chemical composition already existing but used only as an intermediary 

for other products.   

Product innovation is generated by technology and knowledge that can be either entirely new 

or existing but combined in a novelty way. (Schilling, 2016). Changes in materials, 

components or other elements that influence the performance can represent the key to realize 

new products with important improvements. As an example, the ABS braking system and the 

GPS system are both partial changes and additions that in the past generated an innovative 

product: a vehicle with a more complex combination of technical subsystems. 

Lopez (2015) provides an interesting framework that allows to classify four different types of 

innovation. The author develops a matrix in which are considered two dimensions: market and 

technology, which both can be either “Existing” or “New”. The different combinations of 

these two dimensions help to define the type of innovation which can be Architectural, 

Radical, Incremental or Disruptive. 

However, we argue that this model has a weakness in the use of the term “technology” instead 

of “knowledge” (or know how) requested for the new product. We stand that this is an 

important aspect to consider, because many product innovations, such as our business case, 

don’t necessarily exploit a new technology but simply a new and complex knowledge.  
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  Figure 2, product innovation matrix (source: Lopez, 2015)  

 

Architectural Innovation 

An innovation is architectural when it is the result of existing skills, knowledge and overall 

technology applied within a different market. This type of innovation is beneficial to increase 

the number of new customers until the market is not saturated. Usually, the risk involved in 

this innovation is very low because it depends on the introduction of a proven technology (or 

knowledge) which requires only minor adjustments to satisfy the new market requirements.   

For example, in 1966, NASA’s Ames Research Center wanted to increase the safety of their 

aircraft by improving the cushions. With this objective, they successfully developed a new 

type of foam able to react to the applied pressure and eventually to come back to its original 

shape. This technology was at the beginning commercialised as a medical or sporting 

equipment, but it was successfully used in the mattress market in which is generally known as 

“memory foam”. 
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Incremental Innovation 

Most of the time companies develop and commercialise incremental innovations. This type of 

innovation exploits an existing technology and aims to increase the customer value within the 

same existing market. Incremental innovation can be achieved by improving existing products 

with the addition of new elements and features or through removing elements and features to 

simplify the use of the product.  

An example is the razors brand Gillet, which was able during the time to periodically add 

more and more features. Starting in the past with a simple single-blade razor, today the 

company offers razors with more blades or even electric razors. These changes are not simple 

updates but small incremental improvements that aim to add more value to an existing product 

in order to better meet the evolving needs of the customers.  

 

Radical innovation 

Radical innovation is the most difficult to develop or forecast. It is an innovation that creates a 

new market or industry and requires a new and revolutionary technology (or knowledge). The 

classic example is the aeroplane, which was revolutionary because it allowed to create a 

whole new industry (Air travels for both people and goods).  

 

Disruptive Innovation 

An innovation is disruptive when exploits a new technology or process to compete in an 

existing market.  

Most of the companies tend to confuse disruptive innovations with incremental or radical 

innovations. Disruption is a process in which a small company with a limited amount of 

resources manage to successfully challenge and exceed incumbents. Most of the established 

companies in a market put their efforts towards the most profitable consumers and fail to take 

into considerations the need of some customers on the low-end market (Christensen et al., 

2015). 
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In these conditions, new entrants can focus on those overlooked customers by offering a new 

product with some different functions, often at a lower price. After having gained a low-end 

foothold, the new entrants will start targeting the mainstream customers, and when they reach 

them, disruption occurs.  

To better evaluate whether an innovation can be defined as disruptive, Christensen et al. 

(2015) take Uber as an example. With no doubts, Uber has impacted and changed the taxi 

business, but it cannot really be labelled as a disruptive innovation.  

As a matter of fact, disruptive innovation has an origin in the low-end footholds or a new-

market foothold. These customers segments exist because established companies in the 

market prefer to focus on the most demanding and most profitable customers with less 

attention to less-profitable customers. In certain situations, disrupters manage to convert 

noncustomers in new and active customers creating a market that does not exist and generate a 

new-market foothold.  

In the case of Uber, we cannot state that the company was able to convert non-customers (who 

considered existing services too expensive and preferred to drive or take public transports) to 

customers. And, neither Uber was able to attract a low-end foothold that the traditional taxi 

service neglected because less profitable or less demanding. Uber instead begun to market the 

mainstream customers and only later moved its focus to more overlooked customers.  

The authors explain that in this perspective it is a mistake to define a company as disruptive 

only based on the results achieved and it is incorrect to define any successful business as 

disruptive. In addition, many companies mistakenly believe in the sentence “disrupt or be 

disrupted”. When disruption occurs, existing companies should try to react and fight back, 

without giving up on a business still profitable. Incumbents should strengthen the 

relationships with their main customers and at the same time maintain under observation the 

opportunities that the disruptive innovation can generate (Christensen et al., 2015). 

Christensen et al. (2015) report that when a new entrant tries to offer an innovative and 

disruptive product, the competitors will try to fight back by accelerating their innovation 

processes. Uber is then an outlier because competitors did not try to fight back by accelerating 

their innovative processes. This is because of the nature of the taxi business. The entrance in 
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the market is often controlled in most of the jurisdiction and this is why taxi companies have 

never innovated much over the time.  

Nevertheless, Uber can be still considered disruptive in relation to the luxury car sector. “The 

UberSELECT” allows people to hire a luxurious car with a lower price than traditional 

limousine companies. In this perspective, Uber is focusing on the low end of the limousine 

service market. 
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2.5 Competitive advantage 

2.5.1 Porter’s approach 

Porter (1985) defines as a competitive advantage, an advantage over competitors achieved 

through the offer of greater value in two possible ways: a lower price or a high-quality 

product with more benefits that justify a higher price.  

Porter (1985) offers four possible business strategies useful to obtain a competitive advantage. 

The strategies depend on the size of the market where the company wants to compete and on 

the level of differentiation the firm wants to give to the product.  

  

 Figure 3, Porter’s generic strategies matrix, (source: our own elaboration starting from Porter, 1985) 

 

Following this matrix, it is possible to understand how companies in a broad market should 

adopt differentiation or cost leadership strategies. Differently, when companies operate in a 

small market, they should adopt differentiation or cost focus strategies. 
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Cost focus 

This strategy aims to achieve a lower-cost advantage in a market segment. Armstrong, Kotler 

and Opresnik (2016) define market segment a group of customers with similar characteristics 

or tastes within a broader market. The company that wishes to adopt this strategy should 

produce a basic product that imitates the higher-price product offered by the market leader. 

 

Cost leadership 

The objective of this strategy is to become the lowest-cost producer on the market. The 

simplest way to achieve this objective is by pursuing economies of scale. 

Most of the market segments are supplied with the goal of minimising the costs. In this 

perspective, when the selling price for a product offered by a company is near to the market 

average, if such company is the lowest-cost producer then it has the greatest profit. This 

strategy is typical of large-scale companies that offer standard products with a low level of 

differentiation. It can also happen that a low-cost leader may discount its products to increase 

its sales, with the final goal of further increasing its market share over the competitors. 

A cost leadership strategy is possible only with a cooperation between all the functional areas 

of a company. A lowest-cost producer should achieve or use:  

• High capacity utilisation 

• Use of bargaining power to negotiate the lowest prices for production inputs 

• Effective use of technology in the production process 

• High levels of productivity 

• Lean production methods (e.g. JIT) 

• Access to the most effective distribution channels 
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Differentiation focus 

The objective of the differentiation focus strategy is to differentiate into a few market 

segments or even only one. In this case, a company aims to satisfy the special customer needs 

of a specific segment with a product different from the ones offered by the competitors which 

are more interested in a broader group of customers. There are two significant concerns for a 

company using this strategy. The first is the real existence of unique needs and desires, or 

better, a valid reason to differentiate. The second is that competitors are not trying already to 

satisfy those needs.  Differentiation focus is the traditional strategy used in the niche market 

segmentation. With this strategy, small companies can succeed in a niche market segment 

offering higher prices than companies with an undifferentiated product. 

 

Differentiation leadership 

Differentiation leadership is a strategy for which the company aims to achieve a competitive 

advantage over the whole market. Typically, with this strategy, companies charge a premium 

price for a product in relation to the higher production costs and extra-value-added elements. 

To achieve the differentiation leadership a company often requires decisive marketing 

investments and to adopt this strategy it should pursue:  

• Superior product quality (features, benefits, durability, reliability) 

• Industry-wide distribution across all major channels (i.e. the product or brand is an 

essential item to be stocked by retailers) 

• Consistent promotional support – often dominated by advertising, sponsorship etc 

• Branding (strong customer recognition & desire; brand loyalty) 
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2.5.2 Barney’s approach 

Porter’s approach to the competitive advantage focuses more on an external analysis but it 

lacks to deeply analyse important elements inside the company. 

For this reason, we also need to use Barney´s (1991) approach, which describes a resource-

based view analysis, by taking into consideration the firm’s resources as a source of 

competitive advantage. Firm resources are all the assets, organisational processes, capabilities, 

firm attributes, knowledge and information owned by the firm and that can be used to 

elaborate and carry out one or more strategies to reach efficiency and efficacy. The 

competitive advantage is a situation in which a company implements a value creating strategy 

not simultaneously implemented by any current or potential competitors (Barney, 1991).  

Beyond the definition of competitive advantage, Barney (1991) offers the description of 

sustained competitive advantage which occurs when a company adopts a value creating 

strategy not simultaneously adopted by any other current or potential competitors and when 

these rival companies cannot replicate the same benefit of that strategy.  

Sustained competitive advantage can become a simple competitive advantage after some years 

because of the ability of current or potential competitors to achieve the benefits of the value 

creating strategy. In this sense, Lippman and Rumelt (1982) explain that a company has a 

sustained competitive advantage only if the competitors attempt to replicate the effects of its 

strategy without success. 

Barney (1991) focuses mainly on the sustained competitive advantage explaining all the 

conditions needed to achieve it. Only a little explanation is given for the simple competitive 

advantage as the author does not define how one or more resources can lead to it. In this 

perspective, we argue that the main difference between competitive and sustained competitive 

advantage seems (and we evaluate this as the most valid interpretation) the temporal element 

that a sustained competitive requires.  

In addition, Barney (1991) argues that only in the case of heterogeneous and immobile 

resources a firm can achieve a competitive advantage. A firm resource has four specific 

attributes: valuable, rare, imperfectly imitable and no strategically equivalent substitute 

available and we consider the existence of these four attributes as the fundamental condition 

for the achievement of competitive advantage. 



 

 

37 

A resource is valuable if it allows a firm to elaborate and adopt a strategy that improves its 

efficiency and effectiveness. Even if valuable, a firm resource cannot be a source of 

competitive advantage if it is possessed by several competitors. It must be controlled only by 

one or a few companies, it must be rare.  

There are three main reasons that can make imperfectly imitable a resource. The first is that 

the control of the resource depends on unique historical conditions (particular location, 

environmental developments etc.). The second reason occurs when the connection between 

the resource owned by the firm and its competitive advantage is doubtful and it is not possible 

to establish what is its origin. The last reason is that the resource at the origin of the 

competitive advantage is socially complex and requests many interactions among several 

individuals inside the company.  

Eventually, the substitutability refers to the fact that two or more valuable resources cannot be 

used independently to develop the same strategy (they are not strategically equivalent).  
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3 METHODOLOGY 

We argue that the research question “How may the persona of the founder allow to reach a 

competitive advantage in a saturated market?” offers several elements that need to be 

analysed. To provide a valuable answer with a clear understanding of each element, we 

decided to carry out several interviews (inside and outside the company’s boundaries) and to 

examine some of the theories discussed during our master programme. 

This thesis aims to demonstrate the main features of the entrepreneur that allow him or her to 

successfully launch a business in a risky market with numerous competitors and eventually 

gain a competitive advantage.  

The project is a case study based on Østerberg Ice Cream, a manufacturer which wants to 

challenge the market by introducing an innovative ice cream with healthy and natural 

ingredients.  

To develop our analysis, we used a qualitative approach to analyse the persona of the founder, 

the main argument of the project. Additionally, we adopted a quantitative method to 

understand the ice cream market and an overview of costs and revenues of Østerberg Ice 

Cream throughout its four years of operations. 

We collected data from eight semi-structured interviews with individuals who are, or have 

been, in contact with the case company. Additionally, we organised a focus group with eight 

athletes of the Copenhagen Beach Soccer Club, which represent a sample of sportive people 

potentially interested in Frostbite, the new innovative product developed by the founder, to 

gain further insights of the product innovation and its features. 
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Name Position in/ Relation to 

Østerberg Ice Cream 

Number and type of 

interviews 

Cathrine Østerberg Founder 5 Semi-structured interviews 

3 Email interviews 

Matilde Urbano Kitchen Responsible and 

Founder right-hand person. 

1 Semi-structured interview 

Anne Bundgaard KU student 1 Semi-structured interview 

1 Email interview 

Liv Nordahl Lervad KU student 1 Semi-structured interview 

Copenhagen Beach 

Soccer Club 

A sample of potentially 

interested customers. 

1 Focus Group 

Table 1, list and description of the interviews (source: our own elaboration, 2018)  

 

Based on our research question, we have collected qualitative interviews that provide useful 

data to analyse the parts of our thesis: the founder, the lead users, the collaboration with 

universities, the market situation, the innovation of the product, the focus group and the 

competitive advantage of the company.  

We support that qualitative data are the best for the first three parts mentioned: the founder, 

the lead users and the collaboration with the universities.   

For a deep understanding of the founder persona, we needed to collect elements regarding her 

behaviour, her communication style, traits and dispositions. In addition, we wanted to 

determine what influenced her choice to become an entrepreneur. For these reasons, we 

interviewed the founder herself, the kitchen responsible/founder right-hand person and the KU 

students involved in a research collaboration with the company. We also used a short analysis 

on the lead users to understand the founder’s ability to exploit external resources that can 

contribute to achieve better performances.  

Regarding the market, we analysed it using Porter’s Five Forces Framework and we 

conducted a SWOT analysis by exploiting qualitative data that we have been able to collect 

through interviews with the founder, the kitchen responsible and the students from KU. We 

also used quantitative data from online sources (Yelp, Google maps, TripAdvisor, 
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Euromonitor, Danish Dairy Board) to understand the ice cream market situation and the 

concentration of shops in Copenhagen. 

For the product innovation, we used a qualitative approach to evaluate how innovative is the 

company and its products. We developed a separate analysis for the ice cream, through 

interviews with the founder and the KU students, and for the new product Frostbite, through 

the focus group with the Copenhagen Beach Soccer Club athletes.  

To analyse the competitive advantage, we combined qualitative and quantitative data, to have 

an overview of costs and revenues of the business and evaluate whether Østerberg Ice cream 

reached a competitive advantage. 

 

Description of the interviewed individuals 

1) Cathrine Østerberg is a 30-year-old entrepreneur who runs three ice cream stores, two in 

Copenhagen and one in Vietnam. She has been interested in food and ice cream since she 

was only a teenager. At the age of 13, she had her first experience in an ice cream store. 

This passion leads her to make ice cream a reason of scientific studies and she obtained a 

BSc. in “Food Science” and subsequently a MSc. in “Gastronomy and Health” at KU 

(Københavns Universitet or University of Copenhagen in English).    

2) Matilde Urbano is a 21-year-old Portuguese girl with an educational background in the 

pastry industry. Event though she has been working at Østerberg Ice Cream for less than a 

year, she has already become a key person in the kitchen. Matilde was considered the 

‘right-hand person’ of Østerberg within two weeks of her arrival to Denmark. Matilde’s 

knowledge and skills are complementary to Østerberg’s ones.  

3) Liv Nordahl Lervad is a master student at Københavns Universitet (University of 

Copenhagen) attending the programme called “Food Innovation and Health”. Liv 

developed a business background working at Nestle for ten years, and she is presently a 

part-time product developer at “The Whole Company”. 

4) Anne Bundgaard is a master student at Københavns Universitet (University of 

Copenhagen) attending the programme called “Food Innovation and Health”. Anne has a 

scientific background and has collaborated with many restaurants through the events of 

Active-foodie, a Danish company which sells food-products for athletes. 
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5) Copenhagen Beach Soccer Club is the first beach soccer team in Denmark. It has twenty 

members, most of whom also play for the Danish national team. The team took part to 

several Euro Winners’ Cups, the maximum competition in Europe with the best teams 

from across the continent. 

 

3.1 Limitations 

In our thesis, we decided to define limitations to better focus on the elements that we argue 

are the most crucial. 

Among those factors related to the founder persona that can influence the performance of the 

business in a saturated market, we have not analysed: the communication approach of the 

founder/company towards the customers, the use of social media channels, the marketing 

function, the relationships with the suppliers and the investors. 

Moreover, even though Østerberg Ice Cream has also a shop in Ho Chi Minh City, our 

analysis considers only the Danish market (more specifically only the shop in Østerbro). An 

understanding of the Vietnamese market would have required further data and interviews.  

We briefly offered a yearly overview of costs and revenues of Østerberg Ice Cream (only the 

first shop), without further analysing the topic, as we only needed it to understand the 

performance of the shop in the first four years of operations. Moreover, we analysed the 

itemised list of costs only for 2016, while for the other years we only mentioned the total cost. 

Unfortunately, we were not able to obtain the results from the first focus group organised by 

Cathrine in February 2018, hence we were unable to compare the results that we gathered 

through the focus group with the Copenhagen Beach Soccer Club athletes.  

In addition, we need to mention that there might be bias from the focus group we organised as 

we knew the individuals interviewed since we play in the same beach soccer team. 

Also, the concept of seasonality is only nominally investigated. We only mentioned a few 

findings regarding the opening months of the shop and the opportunities that Frostbite could 

provide. 
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Regarding the Frostbite, we limited our analyses to the innovative characteristics of the 

product, without further evaluating its market and its competitors. 

Lastly, we only provided a brief explanation of the recovery ice cream, the new product under 

development from the collaboration with the KU, without further analysing its position in the 

market, pricing, competitors and potential opportunities. 

We argue that including the mentioned elements in the analyses would have required further 

interviews and theories, making the whole project too broad. 

All things considered, we stand that the qualitative interviews with individuals inside and 

outside the company´s boundaries, together with quantitative data that show the ice cream 

market situation and the company performance, give the project an internal validity and 

produce a valuable answer to the research question. 
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4 ANALYSIS 

4.1 The persona of the founder 

4.1.1 Entrepreneurial traits  

Cathrine Østerberg is a first-time entrepreneur. She comes from an entrepreneurial 

environment as her father is an entrepreneur who owns a global business. Following her 

initiative, she opened the first ice cream shop in June 2014 in Østerbro, Copenhagen. 

“I´ve loved ice cream since I was a child, but I was a professional rower for many years and in 

such a sport the weight is crucial.  Therefore, I had to pay attention to food and calories and 

keep the consumption of ice cream as low as possible. There I started to develop a strong 

interest in healthy products and I had the idea to realise an ice cream which could be healthy 

and low in sugar” (Østerberg, 2018). 

“I know many ice cream shops that try to produce an ice cream low in sugar, selling it as a 

snack that doesn’t get customers fat. But these shops advertise the concept of ice cream that 

doesn´t make people feeling guilty after eating it. But I want to go beyond this. I want ice 

cream to be a healthy product, that becomes part of a daily nutrition of those who care about 

their bodies. Hence, I will only use the healthiest ingredients of the highest quality” 

(Østerberg, 2018).  

She believes that once ice cream is made of healthy ingredients low in fat and sugar, it can be 

eaten as a snack and be part of a well-balanced diet with an average consumption of ice cream 

3-4 times a week. 

Ice cream shops are common in Copenhagen, with more than 30 shops in the Inner City 

reported on the internet (Yelp, 2018) and many more without an official website that can´t be 

found on the web at the time of this research. Even though Cathrine decided to offer 

something different, innovative and healthy, it needs time and effort to make people aware of 

the difference in the quality of her product compared to the one offered by the competitors. 

Therefore, we argue that the choice of penetrating such a saturated market seems to show a 

risk-taking mentality. Such finding would be in accordance with the arguments of Kihlstrom 

and Laffont (1979) and Knight (1921) who consider entrepreneurs as individuals with a low-

aversion to risks.  
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However, Cathrine never felt under pressure of failing, and never considered the market very 

risky. “In Copenhagen, there are a lot of different ice cream shops but if you know your 

product well, and if you understand your customers’ needs you will not face many risks” 

(Østerberg, 2018). When interviewed about the competition, Østerberg (2018) said that she 

does not have any competitors. She stated that nobody produces the same high-quality product 

as she does, and therefore she only competes with shops that produce a lower quality product, 

and customers are becoming more aware of it, choosing her shop over the others. 

In addition, when asked about whether she thinks her new innovative product, Frostbite, will 

succeed, she replied that it will definitely be successful, it is only a matter of time, could be 1, 

3, or 10 years, but it will be widely accepted in the market.  

Such behaviour shows Cathrine´s overconfidence, which is a typical trait throughout her 

entire life. The finding is in accordance with the research of Busenitz and Barney (1997), who 

argue that entrepreneurs are overconfident of their possibilities and overestimating their 

chances of success. “Since I opened my first shop, I knew I will have succeeded and expanded 

my activity. After only 4 years I have 3 stores and I am about to launch a new product that 

will win the market. I know I will be in this market for my entire life, nothing will ever be 

able to beat me and push me away from the ice cream world” (Østerberg, 2018). 

In addition, Cathrine obtained a loan of 1 million DKK from the bank to open her first shop 

(Østerberg, 2018), and therefore she doesn’t directly face the financial risk; she is an 

entrepreneur with knowledge and innovative ideas that decided to challenge the market with 

innovative products (Schumpeter, 1934). 

We argue that such findings cast some doubts on the risk-taking trait, that several authors 

define as a typical feature of many entrepreneurs.  

Even though Catherine operates in an environment with limited resources and hence we can´t 

argue that she is not a risk taker, data show that she is overconfident and therefore we support 

the view of Busenitz and Barney (1997), that it is her overconfidence that makes her perceive 

situations as far less risky. 

Cathrine believed in herself and in her passion, and she studied ice cream for four years at 

University. She analysed its chemical composition, nutritional values, different flavours and 

everything that is anyhow related to the ice cream. Such passion and studies taught her a lot 



 

 

45 

about the product and gave her skills and knowledge that many competitors lack (Urbano, 

2018). 

In addition, she was able to gather knowledge from her father´s business, Orana A/S, both in 

terms of entrepreneurial skills and information about fruits and flavours. Orana A/S is a 

company that produces fruit-based raw materials and  has clients around the globe. It has a 

large department in Vietnam and hence Cathrine could discover several different exotic 

flavours coming from South East Asia. It is at that point that she realised the potential of the 

flavours in a Nordic city such as Copenhagen, where people are open-minded and attracted by 

exotic products (Østerberg, 2018).   

“Cathrine is the master of ice cream. She is the most technical person I have met in my life 

about ice cream and she is eager to learn more. She attends conferences, events, exhibitions, 

where she gets to meet other experts and improve herself in this topic. She even works as an 

ice cream consultant for the competitors which allows her to understand more about the 

others” (Urbano, 2018). 

Cathrine´s ‘right-hand person’, Matilde, gives a passionate description of her boss as a 

knowledgeable person that knows where she is going and sets long-term goals for the 

business. 

The first ice cream shop faced the low notoriety of the brand and needed time for customers to 

get to know the shop and the quality of the ingredients. Especially in the first few months, the 

business needed time to grow and improve its activities. During that period, Cathrine never 

gave up and felt she would succeed (Østerberg, 2018). Østerberg Ice Cream, as most of the 

smaller firms or new ventures, was vulnerable to the external environment with higher 

probabilities to exit the market (Gerroski et al., 2010).  

The findings of the behaviour of Cathrine during the beginning of her entrepreneurial activity 

fit what Gimeno et al. (1997) explain as the main factors that would allow a new firm to 

survive. She, the founder, had a crucial role in shaping the new venture in order to 

successfully penetrate the market. It was her knowledge of the ice cream market, the product, 

its customers and its competitors that allowed her first shop to survive and let her open two 

more shops in the following years (October 2016 the shop in Vietnam and mid-April 2018 the 

one in Vesterbro). 
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Cathrine has been the ‘Pilot-in-the plane’, shaping the future through her actions. Her 

behaviour depicts the traits of the theory of effectuation (Sarasvathy, 2001). Urbano (2018) 

explains that Cathrine is constantly active in assessing the resources, understanding the 

situation and continuously editing the strategy to achieve the goals. The ice cream market, as 

we will demonstrate later, is saturated with limited space for potentially successful 

newcomers. Cathrine needs to frequently evaluate customers’ needs, also based on external 

influences such as the weather.  

“Every day we offer some different ice cream flavour, and sometimes the decision on what to 

produce comes from the expected weather. In winter usually, customers prefer certain 

flavours while in summer others” (Urbano, 2018). Therefore, the founder needs to 

continuously balance goals with resources and actions to have a more stable control of the 

unpredictable future and be ready to take fast decisions when the situation requires it.  

We argue that this specific behaviour, in line with the effectuation theory, allowed Østerberg 

Ice Cream to survive the saturated ice cream market and increase its activities after the first 

two years. 

It was hence the personality of the founder that made it possible. Cathrine was able to create 

solutions with the resources available (Bird-in-Hand), using mistakes and discoveries as 

opportunities to further develop her business (Lemonade principle). 

Once the first shop started to be known in the market, Cathrine, as a more experienced 

entrepreneur, decided to open a second shop. In 2016 she inaugurated a store in Ho Chi Minh 

City, Vietnam, exploiting her father’s knowledge of the local market and the proximity of 

Orana’s facilities in the country. In the first quarter of 2018, she opened another shop in 

Vesterbro, Copenhagen.  

As we will analyse later, she is presently also working on other ice cream-based products, to 

strengthen her first idea and biggest dream of having a real sportve ice cream (Østerberg, 

2018). 
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4.1.2 Employees, leadership and communication 

Østerberg Ice Cream has 15 employees, and similarities can be observed between them and 

Østerberg. Especially with Matilde Urbano, her ‘right-hand person’, there are some common 

traits.  

Matilde is also a woman and she explains that most of the employees are females. She has a 

similar background of Østerberg, as she studied pastry in school, and she is passionate about 

ice cream and eager to learn more. Nevertheless, she is Portuguese and lived there until she 

moved to Denmark last year, so she has a distinct cultural background from Cathrine. Such 

facts show that the homophily mechanism did not completely influence the entrepreneur in 

hiring Matilde, as Ruef et al. (2003) explain. 

Also, such case study casts doubt on Ruef et al.’s (2003) result of little empirical evidence of 

the functionality mechanism. When she was hired, Matilde explained that Cathrine was 

interested in her ability to work in the kitchen, preparing products and baking cones. She was 

fast at that and Cathrine realised how that skill could add value to her business.  

Matilde was missing technical knowledge on product composition and the use of specific 

ingredients, and she saw in Cathrine a passionate expert that could help her to improve. 

Urbano (2018) explains the importance of having complementary skills with Cathrine, as the 

former is more practical in working in the kitchen, faster to bake cones and to prepare the 

flavours, while the latter is more knowledgeable about the product, its chemical composition 

and has more innovative ideas. As the case shows, we argue that functionality is an important 

mechanism that drove the choice of Cathrine in hiring Matilde and can bring positive 

outcomes in a long-term view. 

“The reason I moved to Copenhagen from Portugal is that after I talked with Cathrine a lot I 

realised her status of expert and how passionate and knowledgeable she is about ice cream, 

and that was the perfect chance for me to improve” (Urbano, 2018). Hence, status 

expectations is another crucial mechanism that influenced the process of hiring Matilde (Ruef 

et al., 2003). 

After only a few months of working, similarities and common characteristics between her and 

her boss generated a deep trust that allowed Matilde to go alone on a business trip to Vietnam, 
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to manage the shop in Ho Chi Minh City for a few weeks, deal with local providers and teach 

Vietnamese employees new practices and different flavours (Urbano, 2018). 

Urbano (2018) explains that Cathrine is always around the shop to help and to push 

employees to work at their best. She is seeking perfection and requires that from the workers, 

but at the same time, she leaves space for improvement and innovation.  

“I can´t say I found the perfect behaviour as a boss and the right balance in dealing with my 

employees. I believe I can improve and learn from them as well. What I know for sure is that I 

would love them to take responsibilities and whenever they come up with innovative ideas, 

that represents a success for the business and for myself as a boss, because it shows that they 

are committed to the company and try to bring improvements, which creates a more friendly 

and productive work environment” (Østerberg, 2018). 

Matilde is helping Cathrine to launch on the market the latest product which hopes to disrupt 

the market, as we will analyse later: Frostbite.  

It is an ice cream bar, sugar-free, gluten-free, vegan and organic, still in the testing stage, but 

that will soon be released on the market. It is made for athletes before and after the training, 

with its three variants of endurance, balance and power.  

When Matilde was still living in Portugal, Frostbite was just an idea, but after she moved to 

Copenhagen to join Østerberg Ice Cream, she worked together with her boss and brought 

important contributions to the development of the latest product. She made the design of the 

bar on the computer and realised the bottom part.  

The mentioned facts show the trust Cathrine puts in her employee Matilde, which literature 

describes as an important attitude to succeed in business (Pinto, 2016). This increase the 

commitment of the employees to the long-term goals of the company, building that joint 

accountability which gives each employee an incentive to work harder and feel needed to the 

final result (Pinto, 2016). 

Cathrine motivates the employees on a daily basis and gives them tips and suggestions to 

work better and interact with customers that frequently ask several questions about the healthy 

ice cream. 
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“It is important to be fast in producing ice cream or cones, especially during the high season. 

For this reason, Cathrine sometimes organises competitions inside the shop among the 

employees. The last one we did was on who was able to bake the most cones in half an hour” 

(Urbano, 2018). 

Østerberg (2018) explains that she does not give a prize but such challenges create a better 

work environment, increase the commitment and push employees to bake faster, which is 

needed to the business. “I try to maintain good communication with my employees, to help 

them in and out the work and try to solve any kind of issue that may arise and negatively 

affect our daily environment” (Østerberg, 2018). 

Analysing the theories, Cathrine´s behaviour, as described by herself and Matilde, is a typical 

example of leadership. She acts as a role model, motivate and communicate effectively with 

the employees and tries to promote effective solutions to occasional conflicts focusing on the 

long-term goal of the business (Pinto, 2016). 

In addition, Urbano (2018) explains the ability of Cathrine to understand the different habits 

between the two of them and behave accordingly. Matilde is Portuguese while Cathrine is 

Danish, and such shows differences in the way they think and act. As a true leader, following 

the findings of Pinto (2016) and Silver (2009), Cathrine was able to develop a management 

style aligned to the country of the person she is dealing with, in order to reach the highest 

outcomes. 

She shows many of those typical traits of leaders, broadly defined as emotional intelligence 

by Goleman, (1998) and Clarke, (2010). She explains that she hired Matilde because she felt 

she had skills that she lacked, especially being more practical on her duties and less stressed 

about reaching the outcome too fast. In addition, Cathrine arranged a focus group interviewing 

twelve athletes from different sports, letting them test the new product Frostbite and asking 

them a feedback. She chose only two people she knew in advance and asked them to gather a 

group of others interested in trying the product, to have no bias by a group of individuals 

brought there by herself, who could have felt insecure to give negative comments (Østerberg, 

2018). In addition, she accepted a collaboration with two students from KU, to gain more 

knowledge and try to create more innovative ice cream-based products. 
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“Cathrine is eager to ask us information about our findings and to give us that extra 

knowledge that she has, and we may lack,” said Bundgaard (2018), one of the KU students. 

Such shows the self-awareness of the founder, that as a leader knows what she is capable of 

and what she is not, knows her strength and weaknesses, and acts consequently. In addition, 

Cathrine shows empathy and social skills when dealing with others involved in her business. 

All these data confirm that Cathrine is a leader who keeps her employees focus on the final 

goal of the company and she is the guidance, inspires trust and focuses on people, with a vast 

knowledge of the market where she operates (Pinto, 2016). 

 

4.1.3 Parental influence in the entrepreneurial choice 

Østerberg (2018) explains that her attitude and behaviour towards business traces its roots in 

her parents. Most specifically, her father, Niels Østerberg, who is a highly experienced 

entrepreneur. He started his first company when he was 24 years old. In 1999 he bought 

Orana A/S, which is now one of the leading fruit companies in the world, offering fruit-based 

raw materials and fresh fruit processing. The company has over 200 employees that operate 

around the globe and has subsidiaries in Vietnam, Egypt, India, Malaysia, Hong Kong and 

Kenya (Østerberg, 2018). 

In agreement with the findings of Sørensen (2004), Østerberg, with a self-employed parent, 

became self-employed as well. “I have worked at my dad´s business since I was a teenager. I 

started doing the lower-level tasks such as mixing juices and yoghurts and through that, I 

learned a lot about a company needs and procedures. My father has a strong personality and 

acts as a boss. During family dinners, most of the talking was about the company and 

everything related to it” (Østerberg, 2018). 

Theory shows two main reasons for the intergenerational transmission, which Sørensen 

(2004) defines as “exposure” and “closure” arguments. Niels had a crucial role in Cathrine´s 

development of the entrepreneurial mindset, as she was exposed to experiences that shaped 

her future choices of career (Kohn, Slomczynski, and Schoenbach, 1986). 

“I had a more significant role when I turned 18. In fact, I became a product developer for 

Orana, and there I gained knowledge and experience about the business. My father was 
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talking to me about the job and my responsibilities, and he kept giving me tips and advice on 

how to better perform” (Østerberg, 2018). 

Østerberg (2018) explains that at the age of 20 her only idea of a possible career in her future 

life was to have her own company (Carroll and Mosakowski, 1987) and through her father, 

she could learn relevant self-employment skills (Dunn and Holtz-Eakin, 2000). 

Urbano (2018) sees Østerberg Ice Cream as a family business. When she met Niels, she 

realized that he is an experienced entrepreneur who knows a lot about the market and the 

people. She knows that Cathrine discusses problems with her father, who is her first advisor in 

each business choice. Matilde observes several common traits between Cathrine and her 

father, such as the passion, the commitment, the knowledge and the mindset in general.  

Such empirical evidence is in accordance with the theory called aspiration mechanism. Values 

of the parents have a strong influence on the child values, who sees the parents as role models 

(Carroll and Mosakowski, 1987). The child is hence more aware of the self-employment 

career which can be taken into consideration as a possible alternative to conventional 

employment. 

Niels´ values of autonomy and self-direction are directly reported in Østerberg´s behaviour 

and affected her preference towards the decision to entry into self-employment (Kohn, 

Slomczynski and Schoenbach, 1986). Literature shows that entrepreneurial skills are obtained 

as a natural result of growing up with a self-employed parent. When Østerberg´s friends 

started to acquire basic job skills, in their mid-20es, as the child of an entrepreneur, she 

already had a wide range of managerial skills (Lentz and Laband, 1990). 

Østerberg (2018) describes her experience at Orana as a non-stop training process. Each task 

she had in her father´s business helped her to gain knowledge and skills mandatory to every 

successful entrepreneur, which she later exploited to launch her own company (Carroll and 

Mosakowski, 1987). 

We argue that the exposure arguments are important in our case study, but the closure 

mechanism of social capital needs to be also considered. Cathrine was able to obtain a loan of 

1 million DKK from the same bank as her father, who is a guarantor and co-signed a credit 

agreement. Niels is a successful long-term entrepreneur, and for this reason, the bank ranks 

him as a reliable individual that can repay Cathrine´s debt in case of failure. It cannot be said 
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whether another person without a parent entrepreneur would have obtained a loan under the 

same conditions, but Cathrine argues that it represented an important advantage that facilitated 

her entrepreneurial start. 

In addition, Niels has an ability in understanding entrepreneurial opportunities and often 

discusses with her daughter future possibilities regarding product, pricing, customers, 

partnerships and marketing. Furthermore, Sørensen (2004) shows that self-employed parents 

can usually refer suppliers of important resources and help the children entrepreneurial 

transition. Our case study confirms such finding to the largest extent as Niels is Østerberg Ice 

Cream’s main supplier (Urbano, 2018). 

The above data only partly substantiate Sørensen’s (2004) findings of the parental influence 

into the entrepreneurial choice in Denmark. He evaluated that the exposure mechanisms are 

the most important and that closure arguments have a limited impact on the self-employment 

transmission. 

As a matter of fact, our case study shows that the exposure mechanisms of aspirations and 

entrepreneurial skills had a crucial role. Nevertheless, our research casts doubt on the finding 

that closure arguments have a limited impact. In fact, we argue that the loan Cathrine received 

from the bank and the social network from her father´s business had a significant influence 

when launching her own start-up. 
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4.2 External collaborations 

As the qualitative interviews suggest, the main factor allowing Cathrine to survive the market 

with her first shop and expand the operations with two additional stores is her in-depth 

knowledge. Her employees describe Cathrine as the most knowledgeable person they have 

met with regards to the ice cream world which gives her a substantial advantage towards the 

competition. 

Understanding that the ice cream business is a saturated market and the only way to disrupt 

the competition is to have a comprehension of its nature, Cathrine is eager to learn more. 

Hence, she has lead users and collaborates with universities in order to gain newer and more 

specific knowledge. 

 

4.2.1 Lead users  

Cathrine considers herself the first lead user of her product as it comes from her direct 

personal need. On the choice of which flavours could attract more customers, Cathrine had 

several sporty users interested in the realisation of a sporty ice cream, that tried the product 

and gave feedback and preferences. Therefore, she tried to understand lead users’ needs to 

develop an innovation successful in the market (Franke et al. 2006).  

Urbano (2018) explains that during the realisation of Frostbite lead users had and still have an 

important role. Cathrine organised a focus group with twelve athletes from different sports, 

interested in healthy products. The users gave ideas on how to implement or modify the bars, 

and most of the suggestions were put into the product. 

Cathrine adopted the user innovation-centred process (Franke et al., 2006). She let users take 

an active stance and innovate for themselves. Such attitude allowed Cathrine to have a more 

in-depth understanding of the market and develop a product which could satisfy customers.  

Some of the users noticed that through the bars there is a lack of personal interaction between 

the seller and the client. When a customer purchases a bar, it only requires him or her to pay 

the seller, without a real interaction that could add value to the product explaining the 

ingredients, the composition and the process. 
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“The users raised this interesting concern, which makes a lot of sense to us. Usually, when we 

sell the ice cream, while scooping it on the bowl, we talk to the clients explaining the quality 

of our product. Unfortunately, with the bars of Frostbite, this is not possible as they come 

already packaged. And now when I think of it, Frostbite would actually require, even more 

than our ice cream, an explanation of its ingredients and composition, as it is a totally new 

concept that people are not aware of” (Østerberg, 2018). 

Attentive to such concern raised by the users, Matilde and Cathrine implemented Frostbite 

with a new version that comes in scoops and not in bars. By doing this at public events and 

open activities, they are able to maintain a great connection with the customers when they buy 

the product, hence transforming a user’s innovation into a commercial product (Franke et al, 

2006). 

 

  Figure 4, cup with the scoop version of the Frostbite (source: Østerberg, 2018) 
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4.2.2 University collaboration 

Both Cathrine and Matilde received a solid education that allowed them to gain specific 

knowledge about the ice cream. Cathrine perceives university as the right place where 

knowledge can be generated or deepened, and she understands how knowledge represents the 

raw material for creativity and innovation. The view is in accordance with the theory of 

Schilling (2016). Hence, looking at universities as valuable sources of innovation, she has a 

collaboration with two students from KU, that are producing an innovative type of ice cream 

called recovery ice cream. 

Liv and Anne study “Food, innovation and health” at the faculty of Science at KU, with a 

focus on new product development and food. For their final master thesis, they are working 

on developing a recovery ice cream and analysing it under a business view with market 

research, product design, SWOT analysis and a business plan (Bundgaard and Nordahl, 2018). 

Anne knew some people in the field of ice cream that suggested Cathrine as an expert that 

they needed to meet to write the thesis. After the first meeting in February, they started to 

collaborate together to develop an innovative product (Bundgaard, 2018). 

They agreed on the type of collaboration that D’Este and Patel (2007) describe as consultancy 

and contract research (Bundgaard, 2018; Østerberg, 2018). 

Nordahl (2018) explains that even though now the collaboration is smooth and there is a good 

dialogue among the parties, in the beginning, there were certain issues that needed to be 

solved. In particular, there was a transaction-related barrier due to the conflict over intellectual 

property. Nowadays, Pisano (2010) demonstrates that universities have become economic 

actors and often they focus on a commercial profit from their researches through patents or the 

creation of IP strategies.  

To solve the issue, Liv and Anne had to give up on the final commercialisation of the new 

product, which belongs to the company and signed a confidentiality agreement with the 

additional decision that they cannot work with functional ice cream for three years. “Cathrine 

has been so afraid that we could copy something and become competitors ourselves” observes 

Nordahl (2018).  

However, after a few months, what made possible to have a smoother collaboration, was 

Østerberg´s change in attitude towards a higher level of trust for the two students. She realised 



 

 

56 

that if she wanted to have good results from this collaboration, trusting them more was the 

key to overcome and successfully win the uncertainty environment in which university and 

industry collaborations occur. Such allowed to generate an extensive knowledge exchange, 

from which both the parties could benefit and gain advantages (Bruneel et al., 2010). 

When they first met Cathrine, Liv and Anne knew they wanted to produce a recovery ice 

cream, which was something that attracted Cathrine as well. The entrepreneur decided to 

target sportive people and to produce something vegan and low in sugar. The idea is to 

produce a recovery solution for an active lifestyle, a product to eat after a workout session that 

promotes the performance for the next session as well as enhancing muscles development.  

Nordahl (2018) explains that the product has a mixture of quick and slow absorbed protein to 

help repair muscle damage and to enhance muscle growth. Beyond that, another important 

element of the innovative product is a mixture of different key carbohydrates known to 

enhance glycogen storage rates. This process makes muscles recover faster, leading to an 

enhanced performance during the next training session of the customer (Bundgaard, 2018).  

Bundgaard (2018) adds that “Omega 3, a crucial ingredient in the recovery ice cream, is a 

polyunsaturated fatty acid, essential for sustaining a healthy cardiovascular, brain tissue and 

joints. It does not directly help muscle growth, but it creates an environment in which muscles 

are more likely to grow.” 

Nordahl (2018) explains that Cathrine is interested into the final result of the project under a 

business perspective. The product does not have a name yet as it is still under development, 

and the two parties need to discuss and decide it.  

Bundgaard (2018) clarifies that they did not need to use the facilities of Østerberg Ice Cream 

as the university provides them good ones already, but they were keen to gather as much 

information from Cathrine as possible. “She is extremely knowledgeable about ice cream, its 

chemical components and the market. It is more valuable to have a discussion with Cathrine 

that to study a book on that topic” Bundgaard (2018). 

We argue that, in agreement with the findings of Lee (2000), the collaboration can potentially 

allow Cathrine to disrupt the market with a new product, targeted to sportive people, which 

could bring her a competitive advantage over the competitors. The project has not finished 

yet, so we can only estimate a future success of the collaboration. However, as Cathrine 
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repeated several times during the interviews, success requires time and is created from a 

complex knowledge that allows to understand the market and its real needs. And each 

collaboration with external parties can only increase her knowledge and help her to maintain 

an advantage towards the competitors. 
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4.3 Market Situation 

Østerberg Ice Cream mainly operates in the city of Copenhagen with several competitors of 

different sizes. Even if the company has one shop in Ho Chi Minh City (Vietnam) and one 

recently opened in Vesterbro, in this market analysis we will take into consideration only the 

main shop in Østerbro.  

The market is characterised by many companies that offer different styles of ice cream: 

impulse ice cream, take-home ice cream, frozen yoghurt and artisanal ice cream 

(Euromonitor, 2014). On the matter, Østerberg (2018) points out that it is difficult to produce 

high-quality ice cream, but many shops start the business with a low-quality product that is 

not hard to produce. However, her experience as an ice cream consultant taught her that 

typically new shops that open with a low-quality product in the market last not more than 

three seasons. 

We analysed the market to have a better understanding of the competitive environment where 

Østerberg Ice Cream operates and to evaluate the reasons that make the market saturated. We 

argue that Porter’s Five Forces Framework and the SWOT analysis are valid tools to 

comprehend the situation inside and outside the company.  

 

4.3.1 Porter’s Five Forces Framework 

The main goal of the framework is to understand the profitability and the attractiveness of an 

industry by analysing five elements: the threat of new entrants, the threat of substitute 

products, the bargaining power of customers, the bargaining power of suppliers and the threat 

of the competitors or industry rivalry (Porter, 1979). Any of these forces can exert a certain 

level of pressure but eventually, the sum of the pressure levels will define the overall 

attractiveness of an industry. 
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Figure 5, Porter five forces graph with Østerberg Ice Cream features (source: our own elaboration, 2018) 

 

Threat of new entrants 

The pressure of possible new entrants in the ice cream market is medium. Patents are possible 

but largely unhelpful. Østerberg (2018) explains that any flavour and its formula can be 

patented but it is impossible to effectively protect a recipe, as a slight change in only one 

ingredient is legally considered as a new recipe. Nordahl (2018) agrees with Cathrine and 

explains that she and her partner Anne thought of patenting the recovery ice cream that they 

are developing for their thesis, but they realised it would be useless as a little change in the 

composition would legally be seen as a different product. 

Threat of new entrants

Barriers to entry

Product differentation

No buyers switching costs

Customer loyalty to established 
firms

Threat of substitutes

No buyers switching costs

Substitutes products available

Substitutes products from other 
industries

Perceived level of product 
differentation

Bargaing power 

of customers

No buyers switching costs

Availability of substitute products

High buyers price sensitivity

Bargain power                  

of suppliers

Possible switching costs for 
choosing a new supplier

Few big suppliers

Industry rivarly

Medium Firm 
concentration ratio

3 Big competitors

Many small competitors in 
the city



 

 

60 

However, barriers exist. Østerberg (2018) illustrates that “it is hard to create and realise ice 

creams formulas. The chemical knowledge and skills required to produce a successful ice 

cream are complex and they represent an important barrier to entry in this industry. 

Beyond the barriers to entry, Porter (1979) exposes other elements that can influence the 

threat of new entrants: products differentiation, switching costs for the customers and 

customer loyalty to established brands. The market is characterised by a high level of product 

differentiation. Many competitors offer various type of ice cream. From the big brands known 

worldwide, such as Frisko, which offers impulsive ice cream products such as Magnum and 

Cornetto, to the small niche manufacturers that offer different variations of the artisanal ice 

cream: gluten-free, biological, original recipe, and dairy-free (Euromonitor, 2014). 

Furthermore, customers don’t have any switching costs. A consumer can choose anytime a 

new shop which offers several types of ice cream or flavours (Urbano, 2018). This implies 

that a new potential entrant must be sure to offer a product interesting for customers that other 

companies do not provide already.  

The nature of the product creates a sort of loyalty towards a specific ice cream shop or brand. 

“Ice cream is a product that an individual does not want to consume every day, but when he 

does, he wants to be sure that it is exactly the one he likes” (Østerberg, 2018). As a matter of 

fact, it often happens that once a customer finds a store which offers the flavours or the type 

of ice cream that he likes, he will keep purchasing that same product.   

Thus, customers can freely choose among many different ice cream alternatives, but a large 

part of the customer-base usually prefers to keep buying from its trusted store. This fact is 

also confirmed by Urbano (2018). “We have many regular customers that keep visiting our 

store. Even if I’m working here from only a few months I am already able to recognise some 

of them and to even remember their favorite flavours”. Such customer behaviour shows a sort 

of customer loyalty to established brands, which makes the entrance into the sector harder for 

new firms (Porter, 1979). 
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Threat of substitutes  

The pressure from potential substitute products is medium. The threat can be influenced by 

several elements such as buyers switching costs, many substitute products in the market, 

availability of close substitute from different industries, ease to substitution and perceived 

level of product differentiation (Porter, 1979).  

As already mentioned in the previous section, many competitors with various kind of ice 

cream types are in the market (Euromonitor, 2014). There exists artisanal ice cream, 

impulsive ice cream, take-home ice cream and ice pops as direct substitute products. 

Customers don’t have any switching costs (Porter, 1979), which means that they can freely 

substitute a product with another at any moment.  

Milkshakes, frozen yoghurts or similar dairy-based products can also be considered as 

possible substitutes of the ice cream, as they have similar ingredients and a sweet taste. 

(Bundgaard, 2018). 

In addition to these direct potential substitute products, products from different industries can 

threat an ice cream company. Ice cream is a sweet food which is mainly consumed as a snack. 

For this reason, customers may consider a product of the pastry industry as a possible 

substitute for a sweet snack (Bundgaard and Nordahl, 2018). Pastry industry in Denmark has a 

history of more than 100 years and it is highly recognised.  

Another threat can come from the bakery industry (Bundgaard and Nordahl, 2018), which can 

represent a viable alternative to the ice cream. Especially in Denmark, a common habit is the 

consumption of cakes or biscuits with a cup of coffee or tea.  

The alternative products from different industries have the advantage to be consumable in any 

season, while ice cream is a food mainly eaten in spring-summer weather, which in Denmark 

has an unpredictable duration. Østerberg (2018) explains that the best period to open an ice 

cream shop is in April-May, as it is the time of the year the weather becomes warmer and 

people are eager to consume a similar product, and she closes the shop in January and 

February as the demand is low. 
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Bargain power of customers 

Consumers can exert on a company a consistent level of pressure because of the buyers 

switching costs, the availability of substitutes products and the buyers’ price sensitivity 

(Porter, 1979). First, as mentioned, customers do not have any switching costs. Every buyer 

can anytime decide to go to a different shop. Moreover, as already mentioned, each customer 

can choose substitute products available in other industries. In addition, ice cream is not an 

essential good and an individual can also survive without it (Nordahl, 2018). This means that 

a buyer can anytime decide to consume less of it or to not consume it at all, especially in a 

situation of economic crisis. These elements make the customer “price-sensitive” (Paesani, 

2012). With these perspectives, a company should pay attention to the new requests and needs 

of the customers, both in terms of lower price or higher quality product. 

 

Bargain power of suppliers 

As explained in the limitations, we decided to refrain from analysing suppliers because it 

would have required several more interviews with many other agents that we could not 

contact. Nevertheless, we have been able to elaborate a short analysis of the ice cream 

industry suppliers.  

Urbano (2018) explains that “the basic ingredients of the ice cream are: fresh milk, fresh 

cream, sucrose, dextrose, low-fat milk powder. To these basic elements, it must be added, 

through a complex preparation process, the compound of the specific ingredients that make 

the flavour: fruit, nuts, cocoa or chocolate, coffee, and so on”.  

We focused on the two main raw materials analysing the dairy and fruit compounds suppliers. 

For the compounds, beyond Orana A/S, the main supplier of Østerberg Ice Cream, we were 

able to find five other firms that operate in Denmark as suppliers of ice cream raw materials: 

Agrana, Lactosan, Dairy Fruit, Fun Company and Einar Willumsen. Most of these companies 

have years of experience in the industry and operate worldwide. We have not been able to find 

data about the market share of these firms, but the presence of several big suppliers should 

suggest that ice cream companies can choose among several alternatives. 
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As described by the Danish Dairy Board (2018), the Danish Dairy industry counts more than 

30 companies that together process 4.7 billion kg of milk. The domestic dairy market is 

mainly for Danish companies and the market share of foreign milk is moderate. Nevertheless, 

the Danish Dairy Board (2018) reports that Arla Foods, Europe’s largest dairy group, 

processes more than 90 % of the Danish milk. This means that the company is large enough to 

influence the price in the market. Unfortunately, we were not able to define whether ice cream 

companies have any switching costs. Regarding Østerberg Ice Cream, the supplier for dairy 

products is again Orana A/S. 

Orana A/S is the company managed by Niels Østerberg, father of Cathrine Østerberg. The 

company operates in Vietnam, Egypt, India, Malaysia, Hong Kong and Kenya. This makes 

Orana one of the leading fruit companies in the world with the local know-how alongside a 

vast knowledge and a good understanding of many exotic fruits, plants, extracts and spices 

that grow around the globe.  

We cannot define the pressure exerted by the bargaining power of suppliers in the ice cream 

industry, but as far as our business case is concerned, we can state that finding a top-class 

supplier was not a problem for Østerberg Ice Cream.  
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Industry rivalry  

 

Figure 6, Chart with company shares (by National Brand Owner) Ice Cream-Denmark-RS2 (source: Euromonitor, 2014)  

 

The pressure exerted by competitors is high. As reported by Euromonitor (2014) the three-

firm concentration ratio is medium with Frisko Is A/S, Premier Is-Mejerigaarden A/S and 

Coop Danmark A/S controlling together 66,4 % of the market share (Paesani, 2012). The 

fourth biggest firm after these is Hijem-Is A/S with a market share equal to 4,3 %. Even if 

these percentages refer to the Danish national market, they can be considered a valid 

representation of the smaller situation in the city of Copenhagen where almost a fifth of the 

national population lives.  

The three big companies are well known in the mind of any customer. Frisko, for example, is 

the leading manufacturer in Denmark and is part of the Unilever Group 26 (Frisko Is, 2018).  

The company controls international brands such as Magnum, Cornetto, Ben & Jerry’s, Carte 

D’Or and some of the most recognised domestic brands such as Solero and Kung Fu. Frisko 

alone is estimated to have 31.1% of the Danish market share. In addition, being part of a big 

                                                           
2 (Retail Sale Price, RSP, is the maximum price at which the excisable goods in packaged form may be sold to 
the ultimate consumer and includes all taxes, local or otherwise, freight, transport charges, commission 
payable to dealers, and all charges towards advertisement) 
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and international group grants the access to greater financial resources for advertising 

purposes. 

Furthermore, Frisko (but also the other big companies) usually prefers to sell its products 

through small partner retailers, such as kiosks, supermarkets or restaurants. In this way, the 

company can reach a wider range of customers and be sure that its products can be consumed 

everywhere at any time. The elements make the brand popular and easy to be recognized.  

Beyond this, the competition is high also among the various small shops that produce and sell 

artisanal ice cream. 

 

 

   

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Figure 7, Map of ice cream shops in Copenhagen main area (source: Yelp, 2018) 
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Figure 8, Map of ice cream shops in Østerbro (source: Yelp, 2018) 

 

On the internet is possible to find more than 30 shops only in the main area of Copenhagen 

that sell ice cream scoops (Figure 7), of which at least 10 operate in Østerbro, the 

neighbourhood of the first Østerberg Ice Cream shop (Figure 8), and with many more that 

don’t have a website.  

Among these, the ice cream shop that seems to be the most direct competitor of Østerberg Ice 

Cream is Isoteket, which is located less than 1 km away from Østerbro shop.  “Isoteket is a 

true and tough competitor for Østerberg. They share the same neighbourhood and they both 

have many regular customers. Their ice cream is of a good quality and their main 

characteristic is the production of an ecological product by using mainly organic raw 

materials” (Nordahl, 2018). In fact, as reported by the Isoteket website (2018) “Our ice cream 
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is made from the best organic whole milk, cream, sugar, fruits, herbs, vegetables and spices. 

No preservatives, flavours, dyes, concentrates, citric acid or similar. In other words, our ice 

cream is freshly made from scratch, focusing on the highest quality. No compromises, 

shortcuts or cheating. It is easy. It is honest. And above all, tasty”.  

Both companies adopt a differentiation focus strategy (Porter, 1985). In a market with many 

competitors and with different types of products and prices, these rival companies offer a 

“premium quality good” for which they ask a higher price. In other words, they are both 

trying to be a leader in a niche market through the satisfaction of particular customers’ needs. 

For Isoteket, the reason of a premium price is the ecological origins of its raw materials, while 

Østerberg Ice Cream offers a product with low-fat level, healthy ingredients and exotic 

flavours. They also both chose to open their shops in Østerbro, a quiet residential zone away 

from touristic areas. 

“I would never open a shop in Nørreport3 with many tourists or people that are in a rush to 

take the next train. Those customers usually don’t care about the quality, but they just want a 

fast and cheap ice cream. Østerbro instead is a quiet place where you can walk and enjoy a 

superior-quality product” (Østerberg, 2018).  

Moreover, another fact that demonstrates the intense rivalry between the two companies is the 

similar above-average price (Østerberg, 2018). Isoteket offers one scoop for 28 DKK 

(Isoteket, 2018) and Østerberg Ice Cream offers one scoop for 27 DKK (Østerberg, 2018) 

while the average price for one scoop in Copenhagen is 23.6 DKK, as evidenced by our own 

research (table 6, Appendix 2)4. 

•••••• 

To sum up, customers can choose among several products with different prices and they also 

have substitute goods that they can consume instead of ice cream. New entrants in the sector 

are possible but they must overcome a knowledge barrier and subsequently face a wild 

competition.  

                                                           
3 “Nørreport Station in Copenhagen is Denmark’s busiest transport hub. It was originally established in 1916, 
modernized in 1934 and in need of fundamental renovation in 2012. The station in the heart of Copenhagen 
has been transformed into an open and accessible urban space with clear focus on the needs of pedestrians 
and cyclists” (ArchDaily, 2018). 
4 This average price is the result of our own research comparing the price of 10 different ice cream shops in the 
city of Copenhagen. 
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The Danish market is made of three large companies that control almost the 70% of the 

market shares. The companies rely on different kinds of retailers such as supermarket, kiosk, 

stands, coffee bars and restaurant. Moreover, without counting the many shops that don’t have 

a website, on the internet it is possible to find only in the inner city of Copenhagen more than 

30 ice cream shops (Yelp, 2018) and more than 10 only in the Østerbro neighbourhood. 

Based on the results, we argue that from a macroeconomic point of view, the market can be 

considered saturated because it very difficult for any company to acquire new customers as 

most of them are already satisfied with one of the many products available (Paesani, 2012).  

Under a microeconomic point of view, the conditions creates a saturated market because the 

presence of many competitors makes the market unable to furnish a new demand for a single 

firm (Paesani, 2012).  

Nevertheless, we argue that the market still seems to attract entrepreneurs as it looks like a fun 

activity and a product that everybody wants to buy (Østerberg, 2018). Therefore, we stand that 

the overall attractiveness of the ice cream industry may be defined as medium, while the 

profitability is low, as most of the shops fail to last more than three seasons (Østerberg, 2018).  

In this market, it is important to have a differentiated product that can attract customers that 

are willing to try something new. We argue that this argument is confirmed by the analysis of 

cost and revenues of Østerberg Ice Cream during its four years of operations. 
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Cost and Revenues analysis (values are in DKK) 

Costs for the year 2016 only for the shop in Østerbro. 

 

 

 

 

 

 

 

Costs and Revenues from 2014 to 2016 only for the shop in Østerbro 

 

 

 

 

 

Table 3, costs and revenues of Østerberg Ice Cream for each year (source: Østerberg, 2018) 

Østerberg (2018) explains that in 2016 the shop was for the first time able to reach the break 

event point (costs = revenues) and to maintain for the next two years the costs on almost the 

same level, or at least in proportion to the revenues. An interesting fact is that the raw 

materials represent a significant cost of the total amount, which shows how Østerberg Ice 

Cream wants to offer a superior quality product by buying expensive ingredients.  

Cost Per Year 

Insurance for machines 60.000 

Raw materials 300.000 

Power 33.000 

Rent 132.000 

Salaries 750.000 

Taxes 425.000 

Total 1.700.000 

Table 2, list of the costs of Østerberg Ice Cream for the year 2016 (source: Østerberg, 2018) 

Year Costs Revenues Profit 

2014 1.100.000 600.000 -500.000 

2015 1.500.000 1.200.000 -300.000 

2016 1.700.000 1.700.000 0 

2017 1.750.000 1.900.000 150.000 

2018 (Until August) 1.800.000 1.900.000 100.000 
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To cover the expenses needed to start the business, Østerberg Ice Cream received 1 million 

DKK from the bank through a credit facility called Kassekredit5. “Kassekredit is useful and 

flexible, and I’m not stressed as I can pay it back in 10 years’’ (Østerberg, 2018). 

In this perspective, without considering the initial 1 million DKK taken from the bank that can 

be refunded in a long-term period, the economic performance of Østerberg Ice Cream allows 

it to reach a competitive advantage, as in three years it was able to balance costs and revenues, 

and subsequently earn profits that are partly already used to pay back the loan. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

                                                           
5 As reported by Danske Bank (2018), “a kassekredit can be used to finance the operations of a business in 
those periods when revenues don’t match the costs. The bank credit is associated with a company’s operating 
account and interests are paid on the amount of the credit used. The bank credit is linked to the company’s 
operating account, where the payments are made. The bank and the company agree together on a credit limit 
and the company pays interest only on the amount of the credit used”. 
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4.3.2 SWOT Analysis 

Porter’s Five Forces is a framework that provides a view mainly focused on the environment 

outside a company. The SWOT analysis instead can also show elements inside the company 

(Schilling, 2016). The main purpose of this framework is to identify whether there is an 

opportunity for the company to reach a competitive advantage over its competitors through 

the study of Strengths, Opportunities, Weaknesses and Threats.

 

Figure 9, SWOT analysis matrix (source: our own elaboration, 2018) 

 

Strengths

•Founder superior knowledge 

•Expert main supplier

•Good personnel preparation

•Upper-quality product

•Good reputation of the brand

•Ice cream courses

•Ice cream consultancy service

Opportunities

•Acquisition of new customers

•Frostbite

•Collaborations with universities

•Collaboration with a marketing 
cosultancy agency

•Collaboration with Sparta 
running

Weakenesses

•Low notoriety of the brand

•Weak communication skills

Threats

•Big Competitors with many 
resources

•Ice cream courses

•Ice cream consultancy service

•Weather

•Potential future Ice cream 
experts
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Strengths 

Strengths are the elements that are an advantage for an organisation (Schilling, 2016). For 

Østerberg Ice Cream, the first and most important strength is the knowledge of Cathrine on 

everything is ice cream related. “Cathrine is a true ice cream nerd. She knows everything 

about it” says Urbano (2018).  

Bundgaard and Nordahl (2018), who have scientific food knowledge, explain “We do not 

think there is anyone else in Copenhagen who has a comparable knowledge of the ice cream 

processes. She is the expert in this sector. We are not worried about having any problem with 

the recipe or with the combination of the ingredients for our research because we know that 

Cathrine can help us anytime”.  

Østerberg (2018) herself explains “Among the ice cream producers in Copenhagen, I’m the 

only one to run ice cream courses and to offer consultancy services”. Mostly during winter 

months, when the ice cream season is at its lowest point, Cathrine offers courses where she 

explains ice cream processes, teaching customers how to prepare flavours or to bake cones. 

She also goes through the explanation of basic compounds and ingredients needed to make an 

ice cream.  

Additionally, she works as an ice cream consultant throughout the year “I do consultancy for 

three main reasons: Firstly, I want to keep an eye on the market and an open mind about new 

products. I try to learn something new every day and to increase my overall knowledge. 

Secondly, I want to emphasise my status of ice cream technical expert that consequently raises 

the awareness of my business to consumers. Lastly, it represents a good revenue especially 

during winter months when ice cream sales are low” (Østerberg, 2018) 

Another strength is the privileged relationship with an important supplier as Orana A/S. Being 

a partner of an international company not only ensures the constant supply of the raw 

materials but also helps to raise the notoriety of the company brand. Customers may be 

diffident towards a start-up when nothing is known about it. For this reason, having as main 

supplier an international and expert company can be an advantage. 

Another valuable point is the high level of personnel preparation. About this Østerberg (2018) 

says “I chose Matilde for her background in the pastry industry. She has practical knowledge 

that not many ice cream workers have”. Urbano (2018) at the same time explains “Me and 
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Cathrine have complementary knowledge, and this makes the working processes not only 

faster but also better in terms of quality”. The last positive point is the good reputation level of 

the company. Østerberg Ice Cream is among the first ten ice cream shops on TripAdvisor 

(2018) with 5/5 stars, 2nd on Google reviews (2018) with a rating of 4.6/5 and 3rd on Yelp 

(2018) with a rating of 4.5/5. 

 

Weaknesses  

Every company also has weaknesses that represent a disadvantage over the competitors 

(Schilling, 2016). A disadvantageous element for Østerberg Ice Cream is the low level of 

notoriety of the brand, especially in comparison with the big competitors. Customers have in 

mind the logo of Frisko Is or one of its sub-brands such as Magnum or Cornetto. Also, 

Premier Is, the second largest competitor in the sector with more than 80 years of activity in 

Denmark, it is well-known in the whole country. This is a normal step for a start-up and it is 

an element that requires time and commitment to be overcome.  

Another weakness is the communication ability of the firm. Even the best product in the 

market will fail if the customers are unaware of its existence. In this sense, even if the 

knowledge of Cathrine and the other elements previously mentioned create a superior quality 

product, the company has still problems to communicate the value of its ice cream.  

The communication problem needs to be considered also in regards to the new product 

realized by Cathrine, the “Frostbite”. “This product is innovative and interesting. No 

competitor is selling a similar product and the ingredients inside are well balanced. However 

the idea will be successful only if the company will manage to make the consumers aware of 

the existence of such innovation” (Bundgaard and Nordahl, 2018). 

Even though the product is good and could have potentially a positive impact on her business, 

Østerberg (2018) herself explains that “We are ready for the production and for the selling 

phase, but we don’t know how to reach our potential customers, how to find the people that 

would be effectively interested in this idea and how to make this product known in the 

market”. In order to overcome this difficulty, Cathrine is looking for a marketing consultancy 

agency that can help her with the Frostbite communication campaign. 
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Opportunities 

A company should try to exploit market opportunities to gain a competitive advantage 

(Schilling, 2016). The most significant opportunity for Østerberg Ice Cream is the acquisition 

of the competitors’ market shares. The presence of a high number of competitors and products 

in the market suggests that there are many customers who consume ice cream and that they 

could be considered potential customers for Østerberg Ice Cream. 

Through an innovative product such as its healthy and low-fat ice cream, Østerberg Ice Cream 

can capture those customers that regularly eat ice cream but want to try something new or 

different. Beyond these customers, more people profess a healthy lifestyle and privilege 

healthy food. The existence of this opportunity is confirmed by Nordahl (2018). “I remember 

well that Premier Is launched a similar healthy product a few years ago, but the market wasn’t 

ready at that time. Now I feel it is the right moment to bet on healthy or functional foods”.  

In this perspective, another opportunity can be the “Frostbite”. Being a product mainly 

intended to sportive people, its goal is to become a substitute for the energy snack bars. With 

this product, Østerberg Ice Cream could be able to acquire new customers from another 

industry. The scenario could create further opportunities, such as the possibility to increase 

the notoriety of the company brand and thereby attract even more new customers.  

One more opportunity is the choice of a marketing consultancy agency that can help the 

company to improve the advertisement of its products and to increase the brand notoriety. In 

this sense, a collaboration with the sport events organisation “Sparta Athletic & Running” can 

help to advertise the brand and to increase the company’s notoriety. Sparta Athletics & 

Running is the biggest race organiser in Denmark. It is a non-profit organisation and it 

manages to arrange 15 races annually (Sparta, 2018).  

Another opportunity is the development of an innovative product (as the recovery ice cream) 

through the collaboration with the two students from KU university. Cathrine has shown to be 

an ice cream expert; however, she knows that new successful ideas can be generated by 

university students. The combination of her ice cream knowledge with the innovative insights 

coming from universities students can potentially create a new type of product able to attract 

more customers. Specifically, the collaboration with the KU students may lead to the 

development of a successful innovative recovery ice cream.  
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Threats 

Inside each industry, there are also threats that may affect the success of a company 

(Schilling, 2016). In the ice cream industry, the most obvious threat for Østerberg Ice Cream 

is the presence of three big competitors. These companies have enough resources and 

influence to seriously undermine any small company. For example, they may decide to 

develop and launch a new product line with similar features to the Østerberg Ice Cream. For a 

small company, this operation would request a long time to be developed, but these 

companies have resources for big advertisement campaigns and big communication power. In 

this way, they can make a product popular in a short time.   

Another threat can come from the ice cream courses and consultancy service that Cathrine 

runs. As already explained, there are no patents in the industry, and the knowledge requested 

to manage ice cream preparation processes is an important barrier to entry in the sector. By 

running these courses, Cathrine is, of course, exploiting an opportunity to increase revenues, 

but at the same time, she could contribute to the creation of new ice cream experts who might 

become able to compete with Østerberg Ice Cream in the future. Beyond, it could happen that 

a rival company sends some of their employees to improve their knowledge and to “learn 

from the best”. Even if it requires time, it is also possible that competitors will eventually 

bridge the knowledge gap with Cathrine and they will be able to offer likewise a superior 

quality product.  

Another critical threat to take in consideration is the weather. Ice cream is generally 

considered as a seasonal food consumed especially in summer or on warm days. The 

geographical location of Copenhagen does not guarantee many warm days and summer has a 

duration that may vary every year. With cloudy and rainy days, customers are less likely to 

consume ice cream, with a benefit for other substitutes products.  

 

4.4 Innovation 

Differently, from managers in big organisations, Cathrine is not afraid of experimentation and 

projects failure rates (Schilling, 2016). She is always open to new ideas from the employees, 

that can generate a benefit for the business. “I have many ideas on how to do things better or 

how to create new flavours and Cathrine is always ready to listen” (Urbano, 2018).  
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Furthermore, Cathrine is open-minded about projects and collaborations that can produce 

innovative products. An example is the collaboration with the students from the University of 

Copenhagen.  

Cathrine chose innovation as the driving factor of her start-up by making a product from a 

novel and potentially useful idea (Burkus, 2014). Novel idea refers to the fact that no other 

company in the market was selling an ice cream low in sugar with exotic flavours. Useful idea 

refers to Cathrine’s ability to convert an idea into a product that matches the requests of those 

customers that profess a healthy lifestyle (Burkus, 2014). The capability of Cathrine to 

generate and realise novel and useful ideas is exactly what Schilling (2016) defines as 

“creativity”.  

The key to the success of Østerberg Ice Cream is Cathrine´s knowledge, which can be 

considered the source of her creativity and innovative capability (Schilling, 2016). We argue 

that Cathrine is aware that knowledge is a never-ending process and in perpetual evolution, 

and that it can come from several agents, such as universities or other companies. The 

collaboration with these agents can increase the knowledge available and eventually the 

creativity needed for innovation.  

As previously shown in this thesis, Cathrine has been able to evaluate and assimilate 

knowledge from various sources demonstrating that she has a prominent level of absorptive 

capacity (Powell and Grodal, 2005). Specifically, Cathrine has been able to gain knowledge 

from her father while working in his company, from her employees while developing together 

the products, from the universities through the research collaboration with KU students, from 

lead users that tested the product, from competitors while working as an ice cream consultant, 

and in general from every experience that she had in her life.  

 

4.4.1 Product innovation  

Lopez (2015) offers a framework that allows to identify the type of innovation related to a 

product. However, we argue that the offered matrix is limited as it uses the term technology, 

which is inappropriate for certain types of product innovations, such as our business case, that 

are developed through a specific knowledge rather than technology. 
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We chose to overcome this flaw by considering knowledge as a valid synonym of technology, 

as existing technology refers to a knowledge that is already mastered by many, while new 

technology requires a certain level of knowledge to be created. 

 

Healthy ice cream (main product) 

We argue that the ice cream offered by Cathrine competes in an existing market and exploits 

an existing knowledge. The raw materials used by Østerberg Ice Cream were already existing 

but used in a different way, as well as the ice cream production process (Østerberg, 2018).  

Cathrine offers a healthy ice cream that can be considered an improvement of the traditional 

version, as it enhances the value to its consumers and we argue that the product is an 

incremental innovation (Lopez, 2015).  

 

 

 

Figure 10, ice cream offered by Østerberg Ice Cream in the Lopez’s product innovation matrix (source: our own 
elaboration starting from Lopez, 2015) 
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4.4.2 Frostbite 

To appreciate the creativity of Cathrine we have to analyse what type of innovation Frostbite 

is. This product is an ice cream bar, sugar-free, gluten-free, organic and vegan. It is produced 

for athletes before or after the training, with its three variants of endurance, balance and 

power. It has a net weight of 70 gr, 50 of which are made of ice cream while the bottom (20 

gr) is made of hazelnuts, concentrated apple juice, hemp seed, cocoa and chia seed. 

Frostbite is a product innovation generated from various existing knowledge combined in a 

novel way. The fact demonstrates again the creativity of Østerberg, meant as the capability of 

generating and realising novel and useful ideas (Schilling, 2016).  

After the development of the first version of the product, to gather feedback and impressions, 

and subsequently bring some improvements, in February 2018 Cathrine organised one focus 

group with twelve athletes of different sports. Additionally, in June 2018 we organised 

another focus group to gather useful data and insights for our thesis, from which the company 

could benefit as well. 

 

 

 

 

 

 

 

 

 

 

 

 



 

 

79 

4.4.2.1 Focus group 
 

 

  Figure 11, FROSTBITE logo (source: Østerberg, 2018) 

 

Endurance: Raspberry, Beetroot & Acai 

80% ice cream, 20% bottom 

Ingredients: 

Ice: Raspberries, apple juice, beetroot juice, avocado, acai 

Bites: Dates, hazelnuts, hemp seed, low-fat almond flour, cocoa, chia seed 

Nutritional content per 100 g  

Energy 685 kJ / 245 kcal 

Carbohydrate 23 g 

Protein 2,5 g 

Fat 5,5 g 

Dietary Fiber  4 g 

Table 4, nutritional content of the Frostbite Endurance (source: Østerberg, 2018) 

 

As mentioned, we organised a focus group with eight players of the Copenhagen Beach 

Soccer Club, to collect ideas and feedback regarding Frostbite through the bar “Endurance”, 

one of the three different variants of the product. We firstly explained to the players the 
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composition and the ingredients used, then we gave a bar, still in the package, to each of them. 

We let them enjoy the snack for about 10 minutes, after which we started to interview them 

individually, one after the other, making sure that each athlete would not hear and be affected 

by the answers of the previous one.  

The players who took part in the focus group are a small but varied sample as they have 

different personal characteristics but all of them are athletic people who have practised sport 

in their life, representing the target market that Frostbite aims to reach.  

The interviewed individuals are aged between 19 and 33 years old and they are workers or 

students but none of them is a professional beach soccer player (three students, four 

employees and one self-employed). A weakness of the focus group is its non-

representativeness of the female part of the potential customer base that Frostbite aims to 

serve as the involved players are males. 

We conducted the interviews using some of the questions from the previous focus group 

arranged in February 2018 by Cathrine, additionally to other questions useful for our project. 

We argue that a second focus group was needed because the Frostbite has been further 

developed since the previous version with some important differences.  

Unfortunately, as mentioned in the limitations, we were not able to obtain the answers of the 

first focus group, therefore we could not compare those results with ours. 

 

Results: 

We asked which of these four characteristics would most attract them to purchase the product: 

vegan, organic, sugar-free, gluten-free. 

The main element that 7/8 players mostly appreciated about Frostbite is to be sugar-free. In 

terms of chemical composition, such represents the main strength that could allow the 

company to reach a competitive advantage. In addition, the second element that most of the 

interviewed individuals appreciated is gluten-free. They pointed out how important that is, 

nowadays, where always more people are allergic to gluten and scientific researches are 

highlighting the severe negative consequences of gluten to our body. 
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Regarding the name of the product, Frostbite, an English native speaker may associate a 

negative connotation to the word because of its literal meaning: injury to someone caused by 

severe cold, usually to their toes, fingers, ears, or nose (Cambridge dictionary, 2018). 

Nevertheless, to the question “What do you think about the name, Frostbite?” none of the 

players showed a negative perception or reaction. We argue that the interviewed people 

recognise only the meaning of the two parts that form the name of the product, frost and bite, 

but none of them knows or can immediately think to the real meaning of the word frostbite. In 

this perspective, the name inspires the idea of something related to a small bite of ice cream 

rather than an injury caused by the cold.  

Cathrine is aware of the literal English meaning but she is not worried about it as she believes 

that Danish customers cannot associate it to its literal meaning (Østerberg, 2018). “As long as 

I sell my product in Denmark I do not worry about the connotation of the name, only when I 

will sell the product abroad I will think about it, if I will perceive people from other countries 

would be negatively affected by the literal meaning” (Østerberg, 2018). 

In addition, the athletes were surprised by the idea (by someone defined crazy or genial) to 

combine the classic energy bar consumed at sport centres, with the ice cream. “I´ve never 

heard of anything like that and I am quite sure that such a mix could be successful, and 

consumers would love to try it,” said Dorph Jørgensen, the captain of the team. His teammates 

agreed on that feeling and Wallin Skøtt, the goalkeeper, thinks that it would be the perfect 

product to match the need of athletes that practice an outdoor sport, such as beach soccer, 

especially in summer with the warm weather. 

Another question was “What do you think about the taste, the texture and the colour?”. The 

adjectives most used by the athletes to describe the taste were: good, refreshing and light. One 

player used the adjective “exotic”.  About the texture, there are different opinions but positive. 

Kjøbek Klausen, one of the younger members of the team, commented “It was like eating an 

ice cream sandwich, I liked this” probably referring to the different texture of the central part 

of the bar from the bottom. Two players were surprised by the feeling that the two different 

textures combined create inside the mouth. Another player reported that Frostbite is soft while 

usually, normal energy bars are crunchy.  

Regarding the expected price, 7/8 of the athletes would be willing to pay for a Frostbite a 

price that ranges from 20 to 25 DKK per bar. Such result may have some important 
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consequence and needs to be considered by the entrepreneur. As a matter of fact, Østerberg 

(2018) explains that she expects to sell each bar for 27 DKK. Such a small price divergence 

should not represent an important barrier, but as the athletes suggested, it is required to make 

the public aware of the high quality of the ingredients and the chemical composition. Dorph, 

the left defender, suggests that in the launching stage of the product, it would be a great idea 

to have somebody knowledgeable of the bar that can explain to the consumers the features of 

Frostbite, at the moment of the purchase. 

 

 

 

 

 

 

  

 

 

 

 

 

 

 

 

 

 

 

 

Figure 13, Picture of Copenhagen Beach Soccer Club team, (source: Copenhagen Beach Soccer Club Facebook 
page, 2018) 
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4.4.2.2 Disruptive Innovation  

The Frostbite is an innovation that exploits a new knowledge to compete in the existing 

market of the sport food and in this perspective, we argue that it is a disruptive innovation 

(Lopez, 2015).  

 

  Figure 12, Frostbite in the Lopez’s product innovation matrix (source: our own elaboration starting from Lopez, 2015) 

 

Christensen et al. (2015) specify that disruption is a process where a small company with 

limited resources such as Østerberg Ice Cream manages to challenge firms already existing in 

the market with an innovative product.  

Nevertheless, even though the product challenges competitors in an existing market by 

exploiting a new knowledge, Frostbite is an irregular case of disruptive innovation. 

Christensen et al. (2015) explain that disruptive innovation occurs when established 

companies fail to consider the needs of the low-end customers to focus on the most profitable 

ones. In this scenario, a potential new entrant can offer a new product at a lower price to 

satisfy the needs of those overlooked customers. Once acquired an initial customer base, the 
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new entrant can focus on the mainstream customers and then disruption occurs (Christensen et 

al., 2015).  

Frostbite does not aim to reach the overlooked customers of the sport food industry but 

instead, it is a product thought for the niche market of the most profitable customers willing to 

pay a higher price for an innovative product.  

In this sense, the Frostbite is an anomalous case such as the Uber one (Christensen et al., 

2015). Uber changed the taxi business, but it cannot be considered as disruptive because it did 

not target the low-end customer.  

•••••• 

In conclusion, we support the view that the innovation capability of Cathrine comes from her 

creativity which allows Østerberg Ice Cream to successfully perform and to stand out in a 

saturated market (Porter, 1979).  

Creativity is not something casually generated. In fact, as Schilling (2016) explains 

“knowledge is the raw material for creativity and innovation”, we argue that knowledge is the 

basic element that can enable a small company to successfully challenge a market with several 

risks. Knowledge is something in perpetual changing and it can be increased. The more is the 

knowledge, the more is the creativity of the entrepreneur. 
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4.5 Competitive advantage 

4.5.1 Porter’s approach 

We argue that Østerberg Ice Cream has been able to reach an advantage over the competitors 

through the offer of a greater value which consists in a high-quality product with more 

benefits that justify a higher price (Porter, 1985).  

To better understand what kind of strategy the company adopted to achieve this competitive 

advantage we can refer to Porter’s generic strategies matrix, which takes into consideration 

two competitive aspects: the differentiation level of the company´s product and the size of the 

market where the firm wants to operate (Porter, 1985).  

 

Figure 14, Østerberg Ice Cream’s strategy inside the Porter’s generic strategies matrix (source: our own elaboration     

starting from Porter,1985) 

 

Østerberg Ice Cream 
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Østerberg Ice Cream competes in a small segment market by offering a top-quality product.  

In this perspective, we argue that the company adopted a differentiation focus strategy (Porter, 

1985).  

Østerberg (2018) explains that “The price of my product is above the average. But this is 

because I offer a top-quality product. I’m more interested in those customers who care about a 

healthy lifestyle and are willing to pay a higher price for a superior quality ice cream”. By 

adopting this differentiation focus strategy Østerberg Ice Cream wants to satisfy the specific 

needs of a small target segment.  

The economic results shown on table 3 demonstrate that the company was able to reach the 

break-even point after 3 years of operations and it is presently able to generate profits, and 

such confirms the fact that Østerberg Ice Cream adopted a successful strategy in developing 

an innovative product that allowed to generate a competitive advantage. 

 

4.5.2 Barney’s approach 

By using the Barney’s (1991) resource-based analysis, we support that the crucial resource at 

the basis of the Østerberg Ice Cream competitive advantage is the knowledge of Østerberg, 

which is valuable, rare, imperfectly imitable and has no strategically equivalent substitute 

(Barney, 1991).  

Knowledge is a valuable resource as it allows Østerberg Ice Cream to elaborate a strategy that 

improves its efficiency and effectiveness.  “Cathrine knows exactly what will happen with the 

use of specific quantities of ingredients. Such allows us to avoid waste and to optimise the 

quantity of input for a specific amount of ice cream wanted” (Urbano, 2018). It is rare because 

no one or few other individuals can claim to master the ice cream processes. “Cathrine is the 

ice cream nerd” explains Urbano (2018) while Bundgaard (2018) supports that “Cathrine is 

the expert in this sector, no one else has a similar level of ice cream understanding”.  

The resource is imperfectly imitable, because, as demonstrated in this thesis, the knowledge of 

Cathrine is the final result of different kind of experiences such as the work in the father’s 

business, the highly specialized education, the continuous contact with well-prepared 

employees, the job as an ice cream consultant, the collaborations with universities, the 

attention for the lead users and her strong passion. In addition, we argue that it doesn’t exist 
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any strategically equivalent resource to the knowledge of Cathrine that can be used to develop 

the same strategy (Barney, 1991).  

Barney (1991) defines competitive advantage a situation in which a company implements a 

value creating strategy that is not simultaneously implemented by any current or potential 

competitors. We argue that even if another company adopts the same strategy, it will not have 

the same successful results of Østerberg Ice Cream. 

Barney (1991) implements the concept of competitive advantage with the introduction of the 

sustained competitive advantage, which occurs when a company develops a value creating 

strategy that is not simultaneously adopted by any current or potential competitors and when 

these rival companies cannot replicate the same benefits of that strategy.  

We cannot define the competitive advantage reached by Østerberg Ice Cream as sustained 

because it occurs only if competitors fail their attempts to replicate the effects of the leader 

company strategy and such fact requires a long period of observation (Lippman and Rumelt, 

1982). 

Therefore, we argue that more time is needed to observe how competitors will react and if 

Østerberg Ice Cream will be able to maintain its competitive advantage over a long time. 

Lastly, regarding Frostbite, we cannot state whether it is a source of a sustained competitive 

advantage as it is in the launching stage and it still has to show its successful results. 
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5 DISCUSSION AND CONCLUSIONS 

Østerberg Ice cream is a successful ice cream manufacturer able to balance costs with 

revenues and to maturate a profit after only three years of activity. Moreover, it launched three 

shops in less than four years, two in Copenhagen (June 2014, April 2018) and one in Ho Chi 

Minh City, Vietnam (April 2016).  

These results are remarkable considering the many pressures existing in the Danish ice cream 

industry that we analysed through Porter’s five forces analysis and the SWOT analysis. 

The thesis aims to offer new and valuable insights to the debate on what are the main factors 

relevant to the success of a start-up during the first few years on the market. The founder, 

Catherine Østerberg, shows several traits and characteristics that enabled her to shape the 

start-up towards a profitable direction and the achievement of a competitive advantage. 

We therefore tried to answer the following research question: “How may the persona of the 

founder allow to reach a competitive advantage in a saturated market?”,  

As demonstrated in this thesis through Barney’s resources-based approach (1991), we argue 

that the knowledge of Cathrine is the source of the competitive advantage of Østerberg Ice 

Cream. The argument is in line with Schilling (2016) who explains that knowledge is the raw 

material for innovation, and an innovative product is precisely what drove the success of the 

company. The extensive knowledge of Cathrine about the ice cream world enabled the 

realisation of healthy ice cream with exotic tastes, low in sugar and without any artificial 

ingredients. In addition, the knowledge of the entrepreneur also allowed the development of 

Frostbite, an innovative ice cream bar that represents a potential opportunity to further 

strengthen the company´s competitive advantage.  

Such knowledge is the result of several experiences and collaborations that Cathrine has 

undertaken during her life. The work experience inside the father’s company allowed her to 

learn the basic entrepreneurial skills together with the knowledge related to the fruit industry. 

The university education allowed her to gain a complete understanding of the scientific ice 

cream chemical processes and properties, fundamental to create innovative products. The 

collaboration with universities and the engagement with lead users were also sources of 

knowledge that helped Cathrine to develop innovative products. 
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In addition, qualitative interviews with employees and external collaborators show that 

Cathrine has strong leadership skills, with an effective communication style that creates a 

productive work environment and motivates employees to work at their best. We argue that 

such skills contributed to the positive performance of the company throughout the four years 

of operation. 

It is relevant to mention that the family had a crucial role in the choice of Cathrine´s future 

career. Having a self-employed father allowed Cathrine to acquire a wide range of managerial 

knowledge, later exploited when running her own company. This business case demonstrates 

that both the exposure and closure mechanisms (Sorensen, 2004) had an important role into 

the entrepreneurial choice of a child of self-employed parents, casting doubts on Sorensen´s 

finding that in Denmark only the exposure mechanisms have empirical evidence, and hence 

leaving space for further research on such topic. 

Literature has an ongoing debate on whether the entrepreneur can be considered a risk taker. 

Kihlstrom and Laffont (1979) argue that entrepreneurs are less risk-averse than other 

individuals, while Busenitz and Barney (1997) support the view that risk-taking is not the 

main factor, but it is the overconfidence that makes entrepreneurs perceive situations as less 

risky. On the topic, we argue that it is Cathrine´s knowledge that enhances her self-confidence 

and makes overestimating her chances of success. In fact, she is self-aware of her superior 

knowledge towards the competitors, and she feels nobody is on her level. 

Therefore, our findings are arguably valuable insights for new research on such debate, which 

could be analysed under the perspective of knowledge as the main factor that influences the 

overconfidence and subsequently makes perceive situations as less risky. 

In addition, as evinced through Porter’s five forces analysis and the SWOT analysis, the ice 

cream market in Copenhagen has several pressures. It has more than 30 shops in the inner city 

(Yelp, 2018), with the three main big companies that control 66.4 % of the national market 

share. There are different types of substitute products, such as impulsive ice creams, take-

home ice creams, artisanal ice creams, milkshakes, frozen yoghurts and similar dairy-based 

products. Although such data show that the ice cream market is saturated, it still attracts new 

entrepreneurs as it looks like a fun activity and a product that everybody wants to buy 

(Østerberg, 2018). 
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Østerberg Ice cream was able to obtain positive results through the offer of an innovative 

product. We evaluated such ice cream as an incremental innovation, because it uses an 

existing knowledge in an existing market, with improvements in relation to the traditional ice 

cream (exotic fruits, low sugar, no preservatives or artificial colours). 

In addition, we classified the Frostbite as a disruptive innovation, as it uses a new knowledge 

(an ice cream bar sugar-free, gluten-free, vegan and organic) in an existing market. 

Nevertheless, disruptive innovation has origin in the low-end footholds and focuses on the 

less profitable customers (Christensen et al., 2015). Frostbite instead focuses on those 

customers that are willing to spend more money for a higher quality product, and, similarly to 

the Uber case (Christensen et al., 2015) casts doubt on the theory and leaves space for further 

research. 

 

External validity 

This thesis aims to have external validity, as we find that the ice cream market has some 

common characteristics with other industries. Candy shops and pastry shops are similar to ice 

cream shops, as they offer a sweet snack on an analogous price range and can potentially 

attract a broad range of customers. On a larger extent, quick service restaurants such as burger 

and pizza shops have similar features. Although burger and pizza are a meal while ice cream 

is a snack, the distribution of shops around the city, several competitors and new companies 

that keep entering the market, are common features. 

We stand that threats and opportunities faced by an entrepreneur who launches a new 

company in one of the mentioned food markets are similar to the ice cream market and the 

general abilities and knowledge required to succeed in such markets are common, with a 

specification and peculiarity for each sector. 

The results of the thesis, which show the vast knowledge of the founder as the main factor that 

allows to reach a competitive advantage through the creation of innovative products, can be 

applied to the above-mentioned markets. We argue that an entrepreneur who opens a candy 

shop, a pastry shop, a burger or a pizza shop, has more chances to succeed if he has an 

extensive knowledge of the product and the market, that can allow him to realise something 

innovative that may lead to a competitive advantage.  
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In this perspective, the results of this paper also suggest that a situation of saturated market 

does not necessarily prevent new firms to entry and to achieve a competitive advantage. In 

fact, we argue that if the founder of the newcomer company has an extensive knowledge of 

both the market and the product, as shown by our case study, can be successful.  Hence such 

finding needs to be considered by any individual who wants to challenge a market with 

several pressures and competitors. 

 

Suggestions 

Based on the findings of this master thesis, we suggest Østerberg Ice Cream to continue to 

exploit the wide knowledge of the founder about the ice cream world and to develop new 

products that can meet future´s customers´ needs. It is possible that a new ice cream shop will 

develop a similar superior quality product and challenge Østerberg Ice Cream´s competitive 

advantage. Undertaking further collaborations is an option to evaluate to strengthen the 

position in the market. As the SWOT analysis reveals, the company suffers from low brand 

notoriety, hence a partnership with a marketing agency could provide valuable help to 

increase the brand awareness. 

This analysis also shows that once ice cream consumers find the product that they like, they 

maturate a sort of loyalty feeling towards a specific brand or shop and thereby it is important 

the first impression or experience of a new customer. For this reason, we suggest the company 

to train employees not only on learning the specific characteristic of each flavour but also on 

improving the personal interactions with the customers.  

On the same point of view, we suggest the company to adopt strategies that provide customers 

a reason to come back after the first visit. Østerberg (2018) explained that they have different 

flavours every day, and consumers often have the possibility to try something new. In this 

sense, the company should emphasise the different flavours by printing on a brochure a brief 

presentation of the exotic fruits used to produce each flavour. Such brochure would show to 

the customers the many flavours that Østerberg Ice Cream produces and attract their interest 

in trying other exotic flavours available, which could result in return visits to the stores.  

Regarding Frostbite, the focus group produced positive results about the product and two 

interesting suggestions came directly from the players involved. The first is that in the 
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launching stage of the product, it would be a great idea to have somebody knowledgeable of 

the bar that can explain to the consumers all the features of Frostbite, at the moment of the 

purchase. This reflects a feeling already developed by lead users that tested the product 

earlier, and Østerberg Ice cream is positively considering the suggestion by developing a new 

version of Frostbite, to be sold in scoops, which would have the same nutritional values and 

allow direct contact between the purchaser and the seller. 

The second comment from the focus group is that this product should be promoted and sold in 

outdoor sport events. Outdoor sports and ice cream are related to the concept of a fun time and 

good weather and outdoor sport events seem one of the best situations where a product like 

Frostbite could fit and be appreciated by the public. 

This product has a real innovative concept that many customers could not even imagine, and 

therefore we argue that the main challenge for Østerberg Ice cream will be to make consumers 

aware of the existence of such a new kind of product. We suggest to cooperate with a 

marketing agency to advertise the product and to participate in several sport events to show 

this innovation to the public.  

•••••• 

In conclusion, answering the research question of this master thesis, “How may the persona of 

the founder allow to reach a competitive advantage in a saturated market?”, we argue that it 

is the knowledge of the founder that allows a start-up to reach a competitive advantage 

through the development of innovative products that challenge the market. 
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Appendix 1 

Tables with focus group questions and answers. 

 

Table 5a, Questions and answers of the focus group on the Frostbite (source: our own elaboration, 2018) 

 

 

 

 

 

Questions 

 

Oliver 

Levin 

Denis 

Dorph 

Klaus 

Dewaegenaere 

Ryding 

Frederik 

Kjøbek 

Klausen 

Rasmus 

Lying 

Andersen 

Casper 

Dorph 

Jørgensen 

Mik 

Wallin 

Skøtt 

Axel  

Damm 

What do 

you think 

about the 

idea? 

It’s 

crazy, 

you eat 

ice cream 

but it’s 

healthy 

and 

energetic. 

It’s 

genial, 

energy 

with 

ice 

cream. 

It’s a good idea 

for summer 

time. 

After 

training if 

I want to 

eat 

something 

cold I 

would 

like 

something 

like this. 

It is perfect 

for sports 

like beach 

soccer,  

I´ve never 

heard of 

anything 

like that. I 

am quite 

sure that 

this product 

will be 

successful. 

I think is 

perfect 

for beach 

soccer 

and 

similar 

outdoor 

sports 

especially 

in 

summer 

time. 

It’s a 

very 

good 

idea for 

people 

that 

love 

sport. 

What do 

you care 

most?  

Vegan 

Sugar free 

Gluten free 

Organic 

 

Sugar 

free 

 

Gluten 

free 

Sugar 

free 

 

Gluten 

free 

Sugar free 

 

Gluten free 

Sugar free 

 

Gluten 

free 

Gluten free 

 

Sugar free 

Sugar free 

Gluten free 

Sugar 

free 

Vegan 

Gluten 

free 

Sugar 

free 

Gluten 

free 

What do 

you think 

about the 

name? 

(Frostbite) 

Perfect 

for an ice 

cream 

snack. 

I think 

it’s 

nice. 

The 

word 

“frost” 

makes 

you 

think 

about 

the ice 

cream. 

I think it’s a 

good name. 

The name 

is ok, I 

like it. 

There is 

frost for 

the ice 

cream and 

there is 

bite for the 

snack. 

Perfect. 

I like it, it 

sounds 

appropriate 

for the idea. 

It’s good 

name for 

an ice 

cream 

bar. 

I think 

the 

name is 

right 

for the 

concept 

of an 

ice 

cream 

snack. 

How much 

would you 

be willing 

to pay for 

it? 

20-25 

DKK 

20-25 

DKK 

18 DKK 20-25 

DKK 

30 DKK 20-25 DKK 25 DKK 20 

DKK 
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Questions 

 

Oliver 

Levin 

Denis Dorph Klaus 

Dewaege

naere 

Ryding 

Frederik 

Kjøbek 

Klausen 

Rasmus 

Lying 

Andersen 

Casper 

Dorph 

Jørgens

en 

Mik 

Wallin 

Skøtt 

Axel  

Damm 

Do you have any 

suggestions for 

improvements 

and further 

comments? 

I would 

like to 

try 

different 

tastes. 

It would be 

great to have 

sales person 

knowledgeabl

e of the 

product to 

explain its 

features to the 

customers. 

I don’t 

have any 

comment 

or 

suggestion

. 

The bar 

should be 

sold in big 

sport 

events. 

No 

suggestion

, it is a 

very good 

snack. 

I think 

there 

should 

be more 

tastes. 

They 

should 

sell this 

product 

in 

outdoor 

sport 

events. 

I think 

it’s fine. 

The 

product is 

a good 

idea that 

can be 

eaten by 

every 

sportive 

people. 

What do you 

think about the 

taste? 

The 

taste is 

like an 

ice 

cream, 

but 

lighter. 

It is refreshing 

as if you are 

eating an ice 

cream rather 

than an energy 

bar. 

It tastes 

good. 

The taste 

is very 

good. 

The taste 

is very 

exotic, 

nothing 

usual for 

an energy 

bar. 

It’s 

refreshin

g and 

light. 

You 

don’t 

feel it in 

your 

stomach 

after 

you eat 

it. 

The 

snack is 

very 

good. I 

would 

eat 

another 

one. 

Is very 

good and 

refreshing 

during a 

warm 

day. 

 

 

 

 

 

What do you 

think about the 

texture? 

It is not 

crunchy 

like 

other 

snack 

energy 

bars, it 

was 

soft. 

The different 

parts of the 

bar create a 

very nice 

effect in your 

mouth. 

The 

texture is 

the same 

of an ice 

cream. 

It was like 

eating an 

ice cream 

sandwich, 

I liked 

this. 

I think the 

texture is 

not 

different 

from an 

ice cream. 

The 

bottom 

and the 

center 

have 

different 

consiste

nce and 

when 

combine

d are 

amazing

. 

I don’t 

think the 

texture 

is like 

any 

energeti

c bar. 

It’s 

more 

like an 

ice 

cream. 

The 

texture is 

soft like 

an ice 

cream. 

 

 

 

 

 

 

 

What do you 

think about the 

colour? 

The 

intense 

red 

colour 

doesn’t 

make 

me 

think 

about an 

energy 

snack 

bar. 

The colour is 

very 

interesting 

and made me 

very curious 

to try the bar. 

Thinking 

about the 

red colour 

it reminds 

me of an 

ice cream. 

No 

comment 

The 

external 

parts look 

like made 

of 

chocolate 

and the 

central 

part 

reminds 

me of 

strawberri

es. This 

let me 

think the 

bar is very 

sweat. 

No 

commen

t 

The red 

colour 

makes 

me think 

about an 

ice 

cream 

rather 

than an 

energy 

bar. 

No 

comment 

Table 5b, Questions and answers of the focus group on the Frostbite (source: our own elaboration, 2018 
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Appendix 2 
 

Price per number of scoops offered by ice cream shops in Copenhagen 

Table 6, average price per number of ice cream scoops in Copenhagen (source: our own elaboration, 2018) 

Number 

of 

Scoops 

Vildglad Parad Is Kiosk 
Frisko 

(Kiosk) 

Cafe 

Mocca 

Crazy 

Candy 
Martelli 

1 23 25 26 19 22 24 25 

2 33 35 32 24 30 30 30 

3 40 44 38 29 35 35 35 

Number 

of 

Scoops 

Is a 

Bella 
Summerbird 

Frederiksborggades 

Is 
Average 

Østerberg 

Ice Cream 

Difference 

in 

Percentage 

1 25 22 25 23.6 27 14.41% 

2 35 38 34 32.1 37 15.26% 

3 45 50 43 39.4 45 14.21% 


