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Abstract 
 
GreenSpeak is a Danish mobile carrier company with a designated vision of making the world a 

better place as fast as possible, mainly by donating all their fiscal profits to charitable 

organisations. However, despite providing its customers with cell phone plans of high quality at 

competitive prices, GreenSpeak has in its five years of existence only managed to acquire a 

customer base of 8.000. This thesis examines some of the potential issues that GreenSpeak is 

facing regarding the attraction of private customers. Building on existing academic work within 

social business models and our empirical data, we ask the following question: How can the Danish 

social entrepreneurs in the mobile carrier division of GreenSpeak enhance the attraction of private 

customers? 

 

Based on interviews, an online questionnaire and academic literature on social business models 

we seek to identify the issues that GreenSpeak face regarding customer attraction and the 

possible actions they can take to overcome this issue. The result indicates that GreenSpeak’s 

focus on creating social value actually can be part of the explanation of the inability to attract 

customers, grow their business and ultimately the degree to which they are able to affect positive 

societal change. We present a recommendation that rather than seeking to maximize the social 

output by cutting as many costs as possible, GreenSpeak and social businesses similar to them 

may experience greater results in terms of customer attraction by accepting to invest resources in 

areas such as the attraction of talented employees, marketing, direct sales strategies and 

commercial partnerships. 
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1.0 Introduction 
Throughout the last decades, general awareness of how companies contribute to the society in 

which they operate has steadily increased. For instance, in 2011 Carlsberg introduced a separate 

sustainability report which was published alongside their annual financial report. Similar initiatives 

have been adopted by a number of corporations wanting to highlight their effort to conduct 

business in a manner that also accommodates our environment, society and/or social issues. This 

focus on companies’ contributions towards society has also flourished in academia. Monumental 

works like Porter & Kramer’s (2011) Creating Shared Value tie capitalism and the ability to affect 

social change together on a corporate level, paving the road for a broad range of research 

focussing on the connection between corporate activity and societal improvements. In opposition 

to the writings of classical academics like Milton Friedman (1971), who argued that profits must 

first be achieved before corporations engage in what he viewed as philanthropic activities, several 

researchers have in the past decade focussed on the coexistence between economic profits and 

companies’ ability to affect positive societal change. The notion of bettering society by simply 

turning a profit has become inadequate, and researchers have begun to delve into how 

corporations can play an integral part in bettering social and environmental aspects of society. 

  

In Denmark, entrepreneurship has also been affected by the general focus on sustainability. A 

rising number of startups directly incorporate the intention of reaching a specific environmental or 

social goal in their business model. The list is long, but some of the prominent and well scaled 

startups include Baisikeli, who spends their resources on securing the population in Africa access 

to bicycles, non-profit carpooling company LetsGo, who seeks to reduce CO2 emissions by 

enabling people to share rather than own cars and Specialisterne Denmark, whose business 

model focuses on enabling people with autism access to the Danish job market. The list is still 

growing; all across Denmark, entrepreneurs are seeking new opportunities to combine idealism 

and business. 

 

Another example of this breed of social entrepreneurs is the Danish mobile carrier GreenSpeak.  

GreenSpeak has existed since 2015, is situated in Copenhagen, Denmark, and offers cell phone 

plans to both the private and commercial segment. Their way of conducting a mobile carrier, 

however, vastly differs from their competitors. Based on idealistic principles, they have from the 

very beginning imposed self regulations on several aspects of their company. All facets of 

GreenSpeak are sought to reflect the owners’ expressed vision of “making as much positive impact 

on the world as fast as possible” (stated by Anders Jensen, co-owner of GreenSpeak, during an 
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interview). While being a somewhat vague formulation, they have initiated a number of concrete 

actions to secure that GreenSpeak contributes to what they perceive as a better world. These 

actions include the donation of almost all their fiscal profits towards charitable organisations, a 

strict founders agreement and caps on monthly wages for both employees and owners. All of this 

will be further elaborated in the case description. 

 

Saving the technical aspects of GreenSpeak’s setup for the case description, it suffices for now to 

explain that GreenSpeak pays Telenor, one of the largest Danish mobile carriers, to use their 

backend system, their network and their cell phone plans. These circumstances mean that 

GreenSpeak has some of the best network coverage in Denmark and offers some of the cheapest 

cell phone plans on the market. Their customer service is open for inquiries 365 days a year from 8 

am to 10 pm - the only exception being when they once every quarter physically deliver checks to 

the charitable organizations voted for by their customers. By donating nearly all of their profits to 

charitable organizations, their CSR-profile is severely stronger than those of their competitors.  

 

Regardless of their excellent customer service, budget friendly plans, near-perfect network 

coverage and their idealistic principles that more than match society’s increased focus on solving 

the social and environmental issues present, GreenSpeak are facing severe difficulties in growing 

their customer base. During their five years in existence, roughly 8.000 people have signed up with 

GreenSpeak. In Denmark, hundreds of thousands people annually subscribe to a new mobile 

carrier, which ranks Denmark as having the highest turnover on customers throughout Europe 

(Guldagger 2017). With this high amount of people changing their mobile carrier, attracting 8.000 

customers in five years thus is not especially impressive. This is why GreenSpeak makes for an 

interesting case. Given the distinct offerings of GreenSpeak, one would assume that the customer 

demand towards GreenSpeak and the number of monthly paying customers would be much 

higher. The owners of GreenSpeak expressed in a preliminary interview disappointment with the 

rate at which customers have been signing up. They told us that they expected 10.000+ customers 

after the first year and from there on an exponential increase of new customers every year. It is 

tempting to believe that it would be easy to attract customers in any given industry if entrepreneurs 

offer a product matching the quality and price of the best in the market and then even demonstrate 

willingness to donate the vast majority of their profits to charity. This, however, is contradicted by 

the case of GreenSpeak. 

 

Therefore, the purpose of this thesis is to use GreenSpeak as a case to shed light on which 

obstacles Danish entrepreneurs with a social business model must be aware of and overcome in 
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order to reach commercial success and thereby positively affect societal issues as much as 

possible. The reasoning behind the focus on the commercial aspect is that GreenSpeak’s socially 

oriented goal will always be reached due to the eliminated necessity of profit: Almost no matter the 

amount of customers GreenSpeak has, they will always be able to donate something to charity. 

The commercial success - namely, the amount of customers -  is therefore what influences the 

amount of money GreenSpeak will be able to donate and therefore also GreenSpeak’s tangible 

impact on the world and finally the degree of success their business experiences. Our specific 

research question is thus: 

1.1 Research question 

How can the Danish social entrepreneurs in the mobile carrier division of GreenSpeak enhance the 

attraction of private customers? 

1.2 Sub questions 

1. What are the characteristics of GreenSpeak's business model? 

2. How is GreenSpeak’s commercial growth potential affected by their idealistic principles? 

3. What actions could the owners of GreenSpeak undertake to increase the attraction of 

private customers? 

1.3 Term clarification 

This section clarifies the definitions and characteristics of social entrepreneurs, social business 

models and mobile carriers. However, these clarifications are not exhaustive and will be further 

elaborated in the sections 3.0 Literature review and 4.0 Theoretical foundations. 

Social entrepreneurs 

In our thesis, social entrepreneurship is understood as the phenomenon in which individuals with 

limited resources pursue novel methods of creating and capturing value. Here, value is understood 

as both economic and non-economic value. Examples of non-economic value include affecting 

social or environmental change. It is important to note that the creation of non-economic value is 

more important for social entrepreneurs than creating and capturing economic value. This means 

that the foremost goal of the social entrepreneur is to affect positive change towards social or 

environmental issues. In this case, the generation of economic profits is not the end goal, but 
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rather the means that enable the social entrepreneur to affect positive social or environmental 

change. 

Social business models 

In our thesis, social business model as a term is used frequently. Generally speaking, a social 

business model refers to conceptualization of how a given social business captures and delivers 

value to customers. As stated in the clarification of social entrepreneurs, this value is both 

economic and non-economic. However, the academic literature on social business models is 

largely fragmented and the number of different definitions of social business models is large. 

Therefore, the literature review of our thesis provides a more thorough guide to these definitions 

and frameworks.  

Mobile carrier 

Mobile carriers are companies whose main product offering is cell phone plans. Cell phone plans 

are the prepaid plans usually consisting of a predetermined quantity of data, talk and text, typically 

billed on a monthly basis. Typically, consumers can choose between several differently priced cell 

phone plans from a given provider. For example, among their eight options, GreenSpeak offers a 

plan consisting of six gigabytes of data, six hours talking time and unlimited text messages for 79 

DKK per month. Apart from GreenSpeak, major Danish mobile carriers include Telia, Telenor and 

TDC.   

 

This section of our thesis does not include the delimitation of our research since this will elaborated 

in our methodology section 5.4 GreenSpeak - a case study. After having clarified the key terms 

that are relevant for our thesis, we now move on to a case description of GreenSpeak. 
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2.0 Case description 
In 2015, GreenSpeak was founded in Copenhagen as a mobile carrier that wanted to make a 

difference. The company had three founders: Anders Jensen, Mads Rasmussen and Mark 

Rasmussen. Anders Jensen had a background in customer service, Mads Rasmussen had 

previously worked with developing video content and Mark Rasmussen was a salesman for a 

major danish mobile carrier. Together, they envisioned a company that positively impacted the 

major social and environmental issues faced by society and they would use GreenSpeak as a 

vehicle to do so. 

 

Starting a mobile carrier is almost impossible for entrepreneurs, if their goal is to own all the 

infrastructure needed for such a company to operate. The costs of backend systems, engineers, 

network towers and other variables are extremely high. Therefore, like many other entrants, 

GreenSpeak gained access to the market by “renting” these services from Telenor, a major Danish 

mobile carrier. By being one of Denmark’s largest mobile carriers, Telenor’s network covers 99% of 

Denmark. The legally binding agreement between Telenor and GreenSpeak grants GreenSpeak 

access to Telenor’s network, phone plans and technical back end systems. In return, GreenSpeak 

kicks back 80% of their total revenue to Telenor for their services. Additionally, GreenSpeak can 

only provide their customers with the same phone plans at the same prices as the ones offered by 

the Telenor owned low price mobile carrier, CBB Mobil. In practical terms, this means that 

GreenSpeak has no influence on the plans they offer their customers. 

 

Having signed the agreement in 2015, GreenSpeak was now ready to open and operate their 

business. GreenSpeak wanted to operate in a way that had not been seen before. As stated 

earlier, the founders’ main motivation for starting GreenSpeak was to positively affect the social 

and environmental problems faced by mankind. Therefore, the founders agreed that GreenSpeak 

would donate the vast majority of the company’s fiscal profits to charitable causes that addressed 

these issues. They would only withhold the equivalent of three months wages in order to deal with 

unforeseen costs. The rest would be donated to charitable organisations. 

 

GreenSpeak also decided that their customers would be the ones to decide how much of the profit 

should go to each organization. In practice, this means that GreenSpeak’s customers vote twice a 

year to determine which charitable organisation should receive a given proportion of the 

company’s profits. if 10% of the customers vote for the animal rights organization Anima, then 
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Anima would receive 10% of the company’s profits, excluding the equivalent of three months 

wages. 

 

On top of their donations, GreenSpeak also implemented other initiatives that were highly atypical. 

First of all, GreenSpeak is 100% self-owned. There are no external investors in the company. It is 

the three founders of GreenSpeak that exclusively own GreenSpeak. The three founders also 

agreed to enter into a legally binding founders agreement that stipulated the highly uncommon way 

of operating. The agreement - which is publicly available on GreenSpeak’s website - states that no 

founders can profit from selling their share of the company. In other words, the share has to be 

sold at the same price as it was purchased for. Initiatives and agreements like this were all agreed 

upon by the founders in order to ensure that GreenSpeak was responsibly managed in a way that 

would maximize the company’s positive impact on social and environmental issues. During our 

interview with co-founder of GreenSpeak Anders Jensen, he stated that the founders agreement 

acts as a tool to responsibly manage GreenSpeak and increase the positive impact on social and 

environmental issues, since it clearly communicates and ensures that GreenSpeak was not set up 

to enrich the founders, but to positively affect the world we live in. With regards to the founders’ 

focus on fairness, it is also worth noting that GreenSpeak never cold calls potential customers. 

Cold calling is a sales technique where salespeople call individuals that are not customers of the 

given company to attempt to convince them to purchase the given company’s products. The 

founders see cold calling and similar sales techniques as unethical towards their potential 

customers and therefore refuse to do so, again underlining the team’s focus on fairness and ethical 

principles. 

 

GreenSpeak has also implemented similar initiatives and principles in their HR policy. GreenSpeak 

has a wage cap of 30.000 DKK for all employees, which reflects the median wage for the 

employed population of Denmark. Also, GreenSpeak has equal wages for everyone, meaning that 

all employees of GreenSpeak earn the same amount each month. Again, this is all done to 

minimize expenses, increase the size of their donationable profits and to ensure as much fairness 

as possible as understood by the founders. As of now, all GreenSpeak employees earn 25.000 

DKK. The founders state that the wage initiatives taken by GreenSpeak act as a signal to potential 

customers that they are serious about operating a company that does good in the world. To 

minimize expenses, GreenSpeak has up to now not spent any money on PR og advertising, since 

this would decrease the amount that they could potentially donate to charitable causes. The 

founders believe that excessive marketing is economically unproductive, since customers should 

join GreenSpeak without being enticed by marketing initiatives. 
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During the first two years, GreenSpeak acquired around 50 new customers each month. After the 

first two years, this number quite suddenly rose to 250 new customers each month. Up until this 

day, it is unclear to the founders as to why they had seen a sudden fivefold increase in new 

monthly customers, but as the founders expressed during our interview, they believe that it was 

because the consumers had finally opened their eyes and understood and appreciated 

GreenSpeak’s way of operating. 

 

Today, GreenSpeak consists of two employees excluding the three owners, has roughly 8000 

private and commercial customers and their goal is to reach at least 50.000 monthly paying 

customers. All customer service is handled by one of the owners, Anders Jensen. In the customer 

reviews of GreenSpeak on Trustpilot, where their average score is 4.8 out of 5, customer service is 

frequently mentioned as being one of the outstanding aspects of GreenSpeak.  

 

Apart from operating GreenSpeak as a mobile carrier in their 12 square meter office space, the 

team has also branched out to other markets. For example, GreenSpeak has founded Projekt 

Solstrøm (English: Project Sunpower), which is a company set up to make access to wind power 

easier for customers and to make solar cells easier and cheaper for private households to acquire. 

GreenSpeak has also launched GreenTown, which is an online marketplace where producers and 

retailers of sustainable products can sell their products. GreenTown creates a virtual space that 

gathers retailers and producers in the same place, thereby making it easier for the end consumer 

to locate and purchase sustainable products. As the founders noted during our interview, 

GreenSpeak does not need to generate a profit in the new markets that they enter. They just need 

to break even to continually operate. Therefore, they are not hesitant to enter new business areas 

until they find one that ultimately maximizes the money that they can donate to charitable causes. 

Their dedication towards donating as much as possible towards charitable causes and generally 

trying to make the world a better place was crystal clear from the first time we met them. It quickly 

became clear that every decision and initiative they have taken has been pursued to do as much 

good for the world as possible. There was no doubt in our mind that their reason for doing so 

stemmed from a sincere wish to do things differently and not as just a marketing tool. What 

originally started out as only a mobile carrier is today more taking on the form of a concern with 

several business units. However, in our thesis we focus exclusively on the mobile carrier business 

of GreenSpeak since it is currently the business with the most customers and thereby also by far 

their most important business.  
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Having accounted for GreenSpeak as a case, we now move on to the literature review section, 

where we review the literature that has had the biggest effect on areas of interest in our thesis. 
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3.0 Literature review 

Introduction 

In this section we examine and review the major academic contributions that relate to the research 

area of our thesis. Before proceeding to account for the academic contributions that directly affect 

the theoretical frameworks applied in our thesis, we start off by presenting a brief history of CSR, 

since CSR speaks to the connection between operating a business while at the same time 

focussing on bettering societal issues, which is intricately related to social entrepreneurship and 

social business models. After having expanded on the history of CSR, we move on to a review of 

the literature that directly affects the theoretical frameworks applied in our thesis. In order to 

thoroughly cover the totality of the research area that we are pursuing in this thesis, the literature 

review is split up into two parts. First, we review the academic research of business models, 

starting with the beginnings of business model research and then moving on to state of the art 

academia on the subject. After reviewing the literature on conventional business models, we move 

on to the next part of the literature review. This next part consists of a review of social business 

models. Starting off with a review of conventional business model literature before moving on to 

social business models is logical since conventional business model literature lays the foundation 

of which social business model literature has evolved upon. After reviewing the major academic 

contributions towards conventional and social business models, we review the academic literature 

that focuses on the relevant factors needed for social entrepreneurs to grow and scale their 

business. The figure below graphically explains the approach of our literature review: 

 

 
Figure 1: Graphical representation of literature review 

3.1 A brief history of CSR and related areas 

To understand the current prevalence of social entrepreneurs and social businesses that have 

steadily but surely made their way into the lives of many consumers and companies, we must first 

understand the historical underpinnings that have led up to this. By doing so, we clarify the 

tensions that have existed and still exist between generating fiscal profits while at the same time 

wanting to affect positive societal change.  
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Going back to the year 1759, Adam Smith introduced the invisible hand as a symbol of the free 

market’s ability to redistribute profits if individuals followed their own self-interest. If individuals 

seek to maximise utility and profits, Adam Smith stated that the invisible hand would ensure that 

the rest of society would benefit from it. The notion of the invisible hand would influence several 

historic business leaders. For example, Henry Ford noted that maximization of his own profits 

would then allow him to invest more money into the company, employ more people and ultimately 

aid the people employed and their families via their paychecks (Heald 1957). In this way, Ford 

argued that profit-maximization essentially resulted in aiding some of the issues faced by society. 

 

In the 1950’s, when the notion of CSR had started to make its way into academic research, 

researchers such as Theodore Levitt (1958) were still against the idea of companies pursuing 

avenues that did not directly maximise shareholder value and profits. In this period, Levitt viewed 

CSR as an instrument that managers would solely use as a illusion that they were bettering 

society, even though they were not. Similarly, Milton Friedman (1971) viewed CSR as a robbery of 

the shareholders’, customers’ and employees' fortunes. Much like Henry Ford, Friedman believed 

that it was the management’s objective to maximize shareholder value, which would ultimately 

affect society in a positive manner.  

 

In 1973, Keith Davis noted that corporations are obliged by an implicit contract towards society to 

improve the social conditions of the society that they operate in and asked the following question:  

 

“Does the public more strongly value profit maximization and keeping business out of social 

issues, or does it wish to place responsibility where power lies and call upon business's plentiful 

resources to deal with the social environment?”. (Davis 1973: 321) 

 

This question should not be viewed as an attempt to only start an academic conversation of 

corporate responsibility. Instead, Davis points out that the question is rooted in empirical studies 

showing that corporations who do not take part in bettering the social environment ultimately fail. 

As the hippie movement made its way through society in the 1960’s and 1970’s, customers started 

to demand more from corporations than simply that of maximizing profits. Among others, Fry et al. 

(1982) discussed the possibility of conjoining profit-maximization and CSR. From here, more 

researchers started to further develop and investigate how corporations could pursue both 

avenues at the same time. During the beginning of the 2000’s more and more researchers 

acknowledged that corporations should pursue CSR initiatives - as long as these initiatives could 
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be directly related to the operations of the corporation (Porter & Kramer 2006). For instance, 

clothing producers should focus on securing fare wages when outsourcing production. Integrating 

CSR into the operations of the corporations was named Strategic CSR. This movement was 

further accelerated when Porter & Kramer (2006) developed the notion of Creating Shared Value. 

With the notion of Creating Shared Value, the authors stated that corporations should do more to 

integrate social change into their business model and way of operating (ibid.).  

 

Again, there are still many researchers who critique the notion of CSV. Some, such as Beschorner 

(2013), call it a one-trick-pony while others, such as Karnani (2011), still withholds the opinion that 

the true goal of corporations is to maximize profits and shareholder value. The idea of truly 

integrating social change with profits is also called utopian by researchers such as Bhattacharyya 

et al. (2008), who state that the pursuit of profits will always take the main stage. In recent years, 

this academic discussion has continued. However, it cannot be denied that the focus on profits 

versus purpose has become a central part of academia, especially in today’s world, where issues 

such as global warming are overwhelming. In the practical world, entrepreneurs have also started 

businesses that focus on integrating purpose and profits. These social entrepreneurs and the 

business models they pursue will make up the next part of the literature review. However, we start 

off by reviewing the literature on conventional business models as this lays the foundation for 

social business models. 

3.2 Main literary paths on conventional business models 

 

Few concepts within academia have as multifaceted definitions as business models. From 1998 to 

2002, 12 definitions appeared in the litterature, paving the road for business models as a unit of 

analysis in itself (Shafer et al. 2005: 200). The academic research on business models has been 

fragmented and the academic community has not yet agreed upon a standardized definition and 

characterization of business models. Additionally, business model research has been 

characterized by different starting points and perspectives, further murkening the picture. For 

instance, some researchers have focused on business models in relation to entrepreneurship, 

some have focused on business models in relation to obtaining a sustained competitive advantage 

and others have focused on business models in relation to the opportunities of the internet. 

Therefore, this section seeks to account for the most historically prevalent understandings of 

business models, what their area of interest is and how they differ from each other. 
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Starting in the late 1990s, business models started to receive a great deal of attention from 

academia. During the 1990s, the internet started to redefine how firms deliver and capture value to 

and from their customers and shareholders. Instead of being dependent on brick and mortar stores 

to generate revenue, the internet shifted the rules of the game. This shift resulted in the revival of 

business models as a management tool. Since the flourish and growth of e-business 

fundamentally meant a new way of doing business, novel business models emerged and the 

academic research revolving around business models flourished in this time period. Examples of 

researchers who pursued this avenue of business model research include Paul Timmers (1998), 

Mitsuru Kodama (1999) and Amit & Zott (2001). Even though the research revolved around the 

new business opportunities and business models that follow the rise of the internet, their focus 

points and business model definitions differed.   

 

Timmers, who is regarded as one of the first researchers to put forward a definition of business 

models during this time period, understands business models from an architectural point of view. In 

Business Models for Electronic Markets, Timmers defines the business model as  

 

“[...] an architecture for the product, service and information flows, including a description of the 

various business actors and their roles; and a description of the potential benefits for the various 

business actors.” (Timmers 1998: 4)  

 

In this quote, Timmers emphasizes the network of the firm and describes the benefits created by 

the firm. In Business Models for Electronic Markets, Timmers (ibid.) also expands on 11 types of 

business model architectures for internet-based companies. Timmers’ view on business models as 

being an architectural depiction of the benefits created by the firm is evident in a large part of the 

research in the 1990’s. For instance, Mitsuru Kodama (1999: 495) also focussed on the business 

model opportunities generated by the internet’s prevalence. Kodama approached this area of 

research by stating that the internet and information technology had given companies the abilities 

to create new value for its customers and companies therefore had to develop new business 

models that would encompass the business opportunities of the internet (Kodama 1999). This 

focus on value creation and the notion of business models as a depiction of the components of a 

given business that enables value creation was also an integral part of Amit & Zott’s (2001) 

understanding of business models. In Value Creation in E-Business, Amit & Zott define a business 

model as the “[...] design of transaction content, structure, and governance so as to create value 

through the exploitation of business opportunities'' (ibid.: 494).  
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In this definition, Amit & Zott focus on the business model as a design or representation of the 

various parts of firms that together enable value creation for all relevant stakeholders. Again, focus 

was on how the internet opened up for new ways of doing business and thereby also new business 

models. For Amit & Zott, value is defined as the totality of all the value generated for the 

participants in any given e-business transaction ibid. According to Amit & Zott, e-businesses can 

utilize and incorporate four elements into their business model to create value for their customers 

(ibid.).  

 

Amit & Zott, Kodama and Timmers are just some of the academic voices that were present during 

the 1990’s and early 2000’s. Even though these voices had different definitions and 

understandings of business models as an area of research, they all focused on how the internet 

was altering businesses and the connection between new business models and e-businesses.  

 

After the dotcom bubble burst and e-businesses all over the world started to go under, research 

started recognizing that it was not only e-businesses that needed thoroughly thought out business 

models to create value for its customers and ultimately capture value for the company (Nielsen & 

Lund 2014: 2). Even though many researchers such as Chesbrough & Rosenbloom (2002) still 

focused on how optimally designed business models enabled economic value creation and 

generation from technological innovations, business model research now started to encompass 

businesses in general, and not just businesses within the IT sector (Fielt 2014: 89). 

 

Apart from simply defining business models, much of the business model research has also 

revolved around conceptualizing business model frameworks. These business model frameworks 

are typically made up of components or elements that together make up the business model. By 

developing business model frameworks, researchers made it easier for practitioners and 

businesses in general to use the frameworks to assess or develop their business models. The 

researchers focused not only on developing frameworks to describe the various elements of a 

business model, but also the synergistic and hierarchical relationships between the components. 

For instance, Osterwalder’s (2004) writings on business model ontology stands out as one of the 

most popular examples of business model frameworks. Here, the Business Model Canvas was 

developed after Osterwalder wrote his famous thesis on business model ontology. By splitting the 

business model up into components such as customer segments, customer relationships and 

revenue streams, he provided the existing literature with a practical and applicable framework. 

Another example of a framework is the Four-box business model. As written by Fielt, it focuses on 

assisting companies in identifying areas in their business landscape that are less competitive and 
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more profitable (Fielt 2014: 93). Again, this gave the business model literature a more practical 

angle and enabled business professionals to operationalise the business model frameworks.  

 

Moving on from a focus on business model frameworks, Shafer et al. (2005: 202) have also put 

forward an understanding of business models that is applicable for all types of businesses. For 

them, a firm’s business model is a graphical representation of how the firm creates value for its 

customers and how it captures value in the form of maximizing profits. Shafer et al. connect their 

business model understanding to that of strategic choices, stating that an optimal business model 

should reflect and realize the strategic choices and goals set forward by the company. Shafer et al. 

also brought the Resource Based View into their understanding of business models by focusing on 

the fact the core competencies could play an integral role in providing the firm with a competitive 

strategy and business model (Shafer et al. 2005). 

 

In 2010, David Teece (2010) presented his take on business models. For Teece, his perspective 

on business models was influenced by the increased globalization of the general business world, 

meaning that potential customers had more options to choose from and greater bargaining power. 

Therefore, companies have to create novel business models to obtain a sustained competitive 

advantage. In Business Models, Business Strategy and innovation, Teece defines business 

models as that which “articulates the logic and provides data and other evidence that 

demonstrates how a business creates and delivers value to customers” (Teece 2010.: 173). 

According to Teece, the business model communicates how the company delivers value to 

customers, gets customers to pay for the value provided to them and ultimately how the company 

turns the capture of value into above-normal profits (ibid.). Drawing on the writings of Jay Barney 

(1991) that underline the importance of companies’ internal resources in obtaining a competitive 

advantage, Teece notes that business models can be an integral part of obtaining a sustained 

competitive advantage, especially if the business model is difficult for imitators to copy. 

Additionally, much like Timmers, Teece also focuses on business model classifications and 

expands on generic business models such as the freemium model and real world business models 

from companies such as Southwest Airlines and Dell (Teece 2009). 

 

Now, we have accounted for the most prevalent literature on conventional business models. The 

table belows shows this account: 
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Author & year Business Model Definition Main Areas of Focus 

Paul Timmers 

1998 

“[...] an architecture for the product, 

service and information flows, 

including a description of the various 

business actors and their roles; and a 

description of the potential benefits for 

the various business actors.” (Timmers 

1998: 4). 

- The creation and capturing of 

value 

- Network of firm and associated 

benefits  

- Internet-based companies’ 

business model 

- 11 business model architectures 

for internet-based companies 

Mitsuru Kodama 

1999 

Does not put forward a concrete 

business model, but discusses the 

notion of a customer value creation 

business model as a model for 

depicting how firms create and capture 

value for its customers. 

- Internet-based companies’ 

business model 

- How information technology has 

opened up for new business 

models 

Amit & Zott 2001 “design of transaction content, 

structure, and governance so as to 

create value through the exploitation 

of business opportunities'' (Amit & Zott 

2001: 494). 

- Business models as a 

design/representation of how the 

different elements of internet 

based companies complement 

each other 

- value as the totality of all the 

value generated for the 

participants in any given e-

business transaction 

- How e-businesses can 

incorporate four elements to 

create excess value   

Alexander 

Osterwalder 2004 

“A business model is a conceptual tool 

that contains a set of elements and 

their relationships and allows 

expressing a company's logic of 

earning money. It is a description of 

- Hierarchical/framework based 

focus on business models 

- Understanding and expanding on 

the synergistic relationship 

between various business model 
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the value a company offers to one or 

several segments of customers and 

the architecture of the firm and its 

network of partners for creating, 

marketing and delivering this value 

and relationship capital, in order to 

generate profitable and sustainable 

revenue streams.” (Osterwalder 2004: 

15) 

components 

- No focus on specific industry 

leading to a broader 

understanding/framework for 

business models 

Shafer et al. 2005 “a representation of a firm’s underlying 

core logic and strategic choices for 

creating and capturing value within a 

value network.” (Shafer et al. 2005: 

202) 

- Business model as graphical 

representation of value capture 

and creation of companies 

- Focus on all kinds of companies, 

not just e-businesses  

- Connects strategic choices to 

business model construct. The two 

should complement each other. 

David Teece 2009 “[A business model] articulates the 

logic and provides data and other 

evidence that demonstrates how a 

business creates and delivers value to 

customers” (Teece 2010: 173) 

- Increased globalization as the 

initiator of new business models 

- Business models can result in 

sustained competitive advantage, 

inspired by Barney’s RBV 

- Includes generic business model 

architectures such as Dell and 

Southwest Airlines. 

 

Table 1: Literature review of conventional business models 

3.3 Towards social business models 

Up until now, the common denominator for business model academia in this literature review has 

been that business models act as an analytical entrance point or explanatory tool to uncover and 

describe how a given firm’s business model enables them to capture value from the product 

provided to their customers in a traditional profit-maximizing firm. However, several authors have 
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also expanded on business models to uncover and understand how social entrepreneurs and 

businesses can adapt traditional business models to analyse their business model and build 

business models that enable them to capture and deliver as much social value as possible, while 

at the same time being an economically viable business. For instance, Yunus et al. (2010) alter 

what they see as a conventional business model to incorporate the distinct features of a social 

business. Yunus et al. see business models as being a “consistent and integrated picture of a 

company and the way it generates revenues and profit” (Yunus et al. 2010: 312). However, this 

definition does not encapsulate the distinctiveness of social businesses. According to them, the 

conventional business model consists of the value proposition, value constellation and profit 

equation. Transitioning towards a social business model, Yunus et al. add the social profit 

equation, which offers an understanding of how the social business generates social or 

environmental change. In this line of literature, the goal of the business model is drastically 

different compared to Teece or Timmers, for instance. To Yunus et al., the goal is not to 

understand how business models can aid the company in capturing value from customers to 

generate above-normal economic profits. Instead, the goal is to understand how social businesses 

can create above-normal social change while at the same time remaining economically 

sustainable. Many researchers have used Yunus et al.’s understanding of social business models 

as a point of departure for their research on social businesses and business models. For instance, 

Michelini & Fiorentino (2012) have used this research as the foundation of their paper New 

business models for creating shared value, where they analyzed the risks and benefits associated 

with pursuing social and inclusive business models. The inclusive business model is similar to 

Yunus et al.’s social business model understanding. However, companies that pursue inclusive 

business models still have economic profits as their goal while altering their value chain to affect 

positive social change (Michelini & Fiorentino 2012: 564). 

 

This research on social business models as a tool for understanding, developing and analyzing 

how social business models play a role in affecting social change has been researched by a broad 

variety of academics. For instance, Seelos & Mair (2007) wrote an article on developing business 

models for BOP (bottom of the pyramid) countries, integrating the Resource Based View to 

discover how social businesses can leverage existing resources to effectively serve markets in 

BOP countries and create social change in these regions (Seelos & Mair 2007). BOP countries are 

countries whose residents have extremely low levels of income. Seelos & Mair define business 

models as “a set of capabilities that is configured to enable value creation consistent with either 

economic or social strategic objectives" (ibid.: 53). Seelos & Mair’s understanding of the business 

model revolves around more intangible assets (i.e. capabilities) and not as much around the 
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tangible assets of a given social business. The notion of pursuing social business in BOP 

countries, which was originally proposed by Prahalad (2005) has been a central avenue within 

research on social businesses, social entrepreneurship and social business models.  

 

However, there has also been a wide variety of research into how social business models can 

assist social businesses in successfully reaching their social goals while at the same time 

remaining economically sustainable. In these cases, since business models act as a 

representation of a firm’s method of delivering and capturing social and economic value, the notion 

of business models is used as an analytical point of departure as to why a given firm is 

experiencing success. Alternatively, the notion of business models is used as a tool to uncover 

where the firm can improve to deliver and capture more social and economic value. Here, authors 

such as Sommerrock have used social business models as a unit of analysis for social businesses. 

Instead of developing a standalone definition of social business models, Sommerrock synthesized 

the most notable dimensions of social business models found in the existing literature 

(Sommerrock 2010). Michelini (2012) also developed a similar framework for analysing the 

business model of social models. Again, Michelini developed the framework by synthesizing 

previous academic work on business models, including Osterwalder and Yunus et al. Today, the 

research into social business models is still relatively fragmented and the different understandings 

of social business models vary greatly. However, common to the majority of the research on social 

and traditional business is the desire to understand or analyse how a given company delivers and 

captures value from its customers. After having expanded on traditional and social business model 

literature, we now turn towards the Resource Based View, its academic association with social 

business models and the SCALERS model.  

 

Author & year Business Model Definition Main Areas of Focus 

Yunus et al. 2010 Conventional business 

models: “consistent and 

integrated picture of a 

company and the way it 

generates revenues and profit” 

(Yunus et al. 2010: 312). 

- Transitioning from 

conventional business models 

to social business models 

- Lessons needed to take into 

account when developing 

social business models 

- The relevance of business 

model innovation for social 

business models 
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Laura Michelini & Daniela 

Fiorentino 2012 

The authors do not present 

their own definition of business 

models per se, but instead 

reflect on the existing literature 

in conventional business 

models, inclusive business 

models and social business 

models. 

- Risks/benefits associated 

with social business models 

and inclusive business models 

- synthesizing former 

understandings of social and 

inclusive business models 

  

Christian Seelos & Johanna 

Mair 2007 

General business model 

definition: “a set of capabilities 

that is configured to enable 

value creation consistent with 

either economic or social 

strategic objectives" (Seelos & 

Mair 2007: 53) 

- The importance intangible 

assets in relation to business 

model development 

- Integrating Resource Based 

View for business models 

- Addressing BOP countries 

with social business models 

Michelini 2012 Develops a social business 

model framework in order to 

“[...] highlight the main 

characteristics of the new 

forms of enterprise and to 

highlight the areas where 

social innovation can be 

expressed” (Michelini 2012: 

30) 

- Developing framework for 

analyzing new business forms, 

social innovation and social 

businesses 

- Synthesizing former social 

business models literature 

(Osterwalder & Yunus et al.) to 

develop the analytical 

framework 

- The correlation between 

areas of a social business 

model 

 

Table 2: Representation of literature within social business models 
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3.4 The Resource Based View and SCALERS Model in Social 

Entrepreneurship 

Within the field of strategic management, the Resource Based View (RBV) has always played a 

major role. From 1991, where Jay Barney (1991) released the influential Firm Resources and 

Sustained Competitive Advantage, RBV became a central part of the literature that sought to 

understand why some firms experienced sustained competitive advantages, while others did not. 

Unlike former externally or industry focused frameworks, Barney and RBV focused on the internal 

capabilities and assets of the firm and whether or not these were, among other things, rare or 

easily imitable (Barney 1991). Since Barney developed RBV, the research on RBV has taken a 

variety of paths and perspectives.  

 

For instance, some researchers have applied and connected RBV to entrepreneurship and the 

start-up world in general. An example of this is Nicolai Foss (2011) who in Entrepreneurship in the 

Context of the Resource-based View of the Firm notes that the connection between 

entrepreneurship and RBV is interesting since RBV deals with the optimal utilization of firm 

resources and that entrepreneurship is by definition an activity characterized by the utilization of 

limited resources. Foss states that RBV can inform entrepreneurs and the field entrepreneurship in 

general on the importance of effectively utilizing the firm’s limited internal resources (ibid.). Similar 

lines of research on the connection between RBV and entrepreneurship have been taken. The 

immense popularity of RBV has also made its way into the field of social entrepreneurship. 

However, within the field of social entrepreneurship, elements of RBV have typically been altered 

to include the social nature of the field. For instance, Bacq & Eddleston (2018) argue that RBV can 

inform social entrepreneurs on the capabilities needed to engage stakeholders, attract government 

support, and generate earned-income. By pursuing  an empirical study of 171 American social 

entrepreneurs, the authors concluded that these three capabilities were significant for social 

entrepreneurs to increase their social impact (Bacq & Eddleston 2018).  

 

As written in 3.3 Towards social business models, Seelos & Mair (2007) have also done research 

on the significance of RBV in relation to social entrepreneurs pursuing BOP markets. In these poor 

markets, where access to relevant resources can be extremely constrained, social entrepreneurs 

need to develop novel ways of accessing them. Seelos & Mair point to partnerships as a way of 

accessing these resources. In their case, RBV functions as a tool that can help social 

entrepreneurs in BOP markets to determine the significance of the resource they possess and the 

ones they wish to acquire.  
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Other authors such as Day & Jean-Denis (2016) have synthesized a variety of perspectives in an 

attempt to provide social entrepreneurship research with a coherent framework for understanding 

and analysing social entrepreneurs. Among other perspectives such as economic perspectives 

and general social entrepreneurship perspectives, the authors use RBV as an element of this 

framework. According to Day & Jean-Denis, growth is a function of the resources and 

organizational capabilities of the firm (ibid.: 60).  

 

Other authors such as Bloom & Chatterji (2009) have used RBV to develop frameworks for 

assessing social entrepreneurs’ prospects for upscaling their business. As noted in Scaling Social 

Entrepreneurial Impact written by the two authors, the SCALERS model is an analytical framework 

which is used to assess seven internal and external factors that according to the authors are 

crucial for the growth of a social business. RBV is considered to be the foundation of the internal 

factors that Bloom & Chatterji focus upon (Coleman & Kariv 2015). However, other streams of 

research such as ecosystems are also a central part of the SCALERS model. 

Summary 

Now, we have expanded on the dominant academic paths within conventional business models, 

social business models and the connection between RBV and social entrepreneurship. As of now, 

there is no general agreed upon definition and framework for neither conventional nor social 

business models. However, some frameworks such as Osterwalder’s Business Model Canvas 

have received more attention than others and have also acted as the foundation for social 

business model frameworks such as the one set forward by Michelini. The connection between 

RBV and social entrepreneurship represents a stream of literature focussed on growing social 

businesses. An example of this is the SCALERS model. Now, having accounted for the academic 

progression within these areas, we move on to account for the specific theoretical foundations 

used in the remainder of our thesis. 
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4.0 Theoretical foundations 

Introduction 

In this section, we expand on the theoretical foundations that will be used in the remainder of our 

thesis. In order to effectively analyze GreenSpeak’s business model, we start off by expanding on 

Laura Michelini’s framework for analyzing social business models. In this section, we will also 

briefly expand on Yunus et al.’s understanding of social business models and Osterwalder’s 

Business Model Canvas as they are the main inspiration for Michelini’s framework. Then, we 

expand on the SCALERS model which will be used for analysing the capabilities and assets of 

GreenSpeak that prevent them from achieving a larger customer base, growing and ultimately 

scaling up. In this section, we also devote time to expand on Jay Barney’s Resource Based View 

as this lays the foundation for the SCALERS model. 

4.1 The antecedents to Michelini’s business model framework 

This section focuses on Michelini’s framework, which we will use for analyzing the social business 

model of GreenSpeak. First, Osterwalder’s Business Model Canvas and Yunus et al.’s 

understanding of business models is accounted for, as they lay the foundation for Michelini’s social 

business model framework. 

4.1.1 Osterwalder’s take on conventional business models 

Alexander Osterwalder’s understanding of business models remains a classic. In his framework, 

elements such as distribution channel and relationship are also part of Michelini’s frameowrk. Apart 

from putting forward his definition of a business model, Osterwalder also developed the Business 

Model Framework that enables organizations to design their own business models and envision 

the synergistic relationships between the various components. 

 

Osterwalder (2004) defines business models as “a representation of how a company buys 

and sells goods and services and earns money” (ibid.: 14). In this quote, representation refers to 

the fact that the purpose of the business model is to represent how a given firm creates and 

captures value and ultimately generates fiscal profits. This means that the business model shows 

how “a company makes money, in other words, what it offers, to whom it offers this and how it can 

accomplish this” (ibid.: 14). It is clear that Osterwalder looks to not just give a definition of business 

models, but also develop a framework that allows firms to graphically represent their business 
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model. This has later been known as the Business Model Canvas (BMC). Osterwalder’s BMC, 

which can be viewed as a synthesization of previous business model literature consists of four 

categories that are broken down to a total of nine subcategories (appendix 1). The nine categories 

are ‘building blocks’ that have previously been mentioned in business model academia. Again, this 

is done to synthesize the previous literature that has been published on business models and to 

create a framework that captures the most prevalent aspects of previous business model 

litterature. As stated above, Osterwalder’s writings on business models have deeply influenced not 

only traditional business model literature, but also social business model literature. Now, we turn 

our attention towards social business models.  

4.1.2 Transitioning to social business models 

Now, we take a look at contemporary understandings of business models. More specifically, we 

look at pivotal understandings of business models for social ventures and entrepreneurs, starting 

with Yunus et al. After having expanded on their understanding of business models, we delve into 

Michelini’s framework for analyzing social business models. 

4.1.3 Altering conventional business models for social businesses 

To alter the conventional business model definition to cover social businesses, Yunus et al. (2010.: 

314) add two lessons to be aware of when designing a social business model. The two lessons are 

favoring social profit-oriented stakeholders and clearly specifying the social profit objective. In its 

essence, favoring social profit-oriented shareholders is an objection to the capitalistic notion of 

maximizing shareholder value as the firm’s ultimate goal. Yunus et al. note that social businesses 

have to be aware of attracting shareholders and stakeholders in general that accept and are 

passionate about the firm’s mission (ibid.). For example, Specialisterne Danmark, a Danish social 

business that specializes in integrating individuals with mental challenges into the labor market, 

have to attract investors and stakeholders that truly believe in the company’s goal. If they fail to 

make this clear and instead attract investors that look to obtain an economic profit, their ability to 

affect positive social change will decrease dramatically. Ultimately, this adds another alteration to 

Yunus et al.’s definition of for-profit business models. According to them, it is not enough to simply 

know who the firm’s shareholders are and their demands. By focussing on shareholders that are 

passionate about the mission, the firm obtains the financial and ideological backing needed to 

create social change (Yunus et al. 2010).  

 

Similarly to favoring social profit-oriented stakeholders, clearly specifying the social profit objective 

is also an objection to classic capitalistic businesses. Traditionally, the objective of for-profit firms is 
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clear. For them, the objective is to maximize fiscal profits and shareholder value. In the case of 

social businesses, financial profits take a back seat to social profit generation. This means that 

instead of only focusing on shareholders, the firm must focus on all stakeholders involved in the 

business. This entails that the social business must clearly state its objectives with regards to 

creating social profits. By doing so, the social business clarifies the fact that creating social change 

is the most important goal of the firm. This is especially relevant in situations where the financial 

health of the social business is poor. By highlighting a clear mission, it becomes easier for the firm 

to continually focus on creating social change in these financially dire times (ibid.).  

 

After having elaborated these two lessons that according to Yunus et al. are imperative for 

developing social business models, Yunus et al.’s final social business model framework becomes 

clear: Apart from including the value proposition, value constellation and profit equation, Yunus et 

al. also include the social profit equation. The social profit equation becomes part of the former 

profit equation that is divided into two parts: the social profit equation and the economic profit 

equation (appendix 2). Additionally, the aforementioned alterations to stakeholder focus, focus on 

social profits and the meaning of economic profit are also included now. Economic profit only 

focuses on recovering costs and invested capital and not on maximizing profits and thereby 

shareholder value (Yunus et al. 2010: 319). By doing so, Yunus et al. has created a social 

business model framework that transforms the key characteristics of traditional business models to 

encompass the distinct characteristics and goals of social businesses.  

4.1.4 Michelini’s social business model 

Now, we move on to Laura Michelini. Much like Yunus et al., Michelini notes that traditional 

business model literature fails to capture the distinct characteristics of social businesses. Michelini 

accepts the general goal of business models as being that of understanding how a given company 

creates, delivers and captures value (Michelini 2012: 26). Then, she moves on to synthesize 

Yunus et al.’s and Osterwalder’s writings on business models to create a framework for analysing 

social business models. More specifically, Michelini develops the framework to “[...] highlight the 

main characteristics of the new forms of enterprise and to highlight the areas where social 

innovation can be expressed” (ibid.: 30). As the quote states, Michelini’s framework can be applied 

to highlight and thereby understand new forms of enterprise and social business where they create 

value through social innovation. In opposition to Yunus et al., Michelini’s framework is more 

elaborate, and includes seven distinct areas of a business model. 
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Michelini’s framework consists of seven general areas with multiple underlying components (as 

depicted in the figure below). These seven areas are offer, market, governance, ecosystem, 

surplus, economic profit equation and social value equation (Michelini 2012: 29). In the framework, 

offer refers to the firm’s value proposition which is also included in traditional business model 

literature such as Osterwalder (ibid.: 29).  

 

 
Figure 2: Michelini’s business model framework 

 

The market area consists of three components which are the market segment, the relationship to 

the market segment and the distribution channels. The market segment is defined as the customer 

segments that the social business wishes to reach. The relationship is defined as the 

communication strategy towards customers and the connection that the social business looks to 

achieve with its customers. Lastly, distribution refers to the various channels that the social 

business uses to reach customers (Michelini 2012: 29).  

 

The governance area is defined as the processes and laws that make up the relationship between 

stakeholders and generally how the company is led. Next, the ecosystem area is made up of the 

value chain, competences and partner network. The value chain is defined as the connection 

between the most important activities needed to deliver value to customers. The competences are 

the skills of the employees of the social business. The partner network is the formal and informal 

partner relations that the social business has to other organisations, which are crucial in order to 

effectively deliver value to customers (ibid.).  



29 

 

The surplus area of the framework examines how the social business deals with economic surplus. 

For instance, social businesses can reinvest economic surplus into their business or return it to 

shareholders in the form of dividends. This is tied closely to the next area, which is the economic 

profit equation. The economic profit equation consists of two components, which are costs 

structure and revenue model (ibid.).  

 

The last area in the framework is the social value equation, which we also saw in Yunus et al.’s 

social business model framework. In Michelini’s framework, the social value equation looks at the 

various risks and benefits associated with creating social or environmental value by the social 

business (ibid.). 

 

In Michelini’s framework, some of the areas such as offer resemble components of conventional 

business frameworks such as the value proposition in Osterwalder’s Business Model Canvas. 

However, areas such as the social value equation are distinct to social businesses since it refers to 

how the firm delivers social benefits to its customers or the cause they are involved in positively 

affecting. For example, Specialisterne Danmark creates value for its cause of integrating mentally 

challenged individuals into the labor market by providing them with the necessary infrastructure 

and training to enter the labor market. By creating this business model framework, Michelini opens 

up for the analysis of social businesses’ business models. Similarly to Teece, this enables the 

researcher to analyze and understand how all the moving parts of a firm’s business model work 

together to either create optimal or suboptimal results. After having accounted for Michelini’s 

framework for analyzing social business models, we now move on to a brief account of Barney’s 

Resource Based View, before moving on to the SCALERS model. 

4.2 Barney’s Resource Based View 

In 1991, The Resource Based View (RBV) emerged and distanced itself from antecedent literature 

that focussed on industry wide analysis in order to understand the competitiveness of a given firm 

and industry in general. RBV took a different approach. Instead of assuming that all industry firms 

possesed the same resources and therefore could take the same decisions as its competitors, 

RBV assumed that firms had heterogeneous resources. RBV also assumed that the resource 

heterogeneity could be long lived, meaning that a given firm could not always easily acquire or 

imitate the resources of other firms (Barney 1991: 101). Together, these two assumptions mean 

that firms can obtain a sustained competitive advantage by being in the possession of rare 

resources that can positively affect its competitiveness. Since a given firm’s resources and 
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capabilities are at the center of RBV, the goal of RBV is to analyze and judge qualities of the firm’s 

resources and whether or not these resources can result in a sustained competitive advantage for 

the firm (Barney 1991).   

4.3 The SCALERS model  

In the case of social ventures, the goal of the firm is not profit maximization in itself, but to create 

and sustain social and societal value. In other words, the goal of a social business is to positively 

affect their social or environmental mission as much as possible (Day & Jean-Denis 2016: 59). 

Since Barney’s traditional RBV’s goal is to examine how firms can create and maintain a sustained 

competitive advantage in a capitalist society and thereby maximize profits, alterations need to be 

made to make it applicable for social ventures. In the case of social ventures, Day & Jean-Denis 

suggest that instead of focusing on leveraging resources to achieve a sustained competitive 

advantage, the goal of social ventures is to scale up (ibid.: 60). To scale up means to grow the 

social venture in order to grow the venture’s social impact and thereby increase the triple bottom 

line of the social venture. In the case of Specialisterne Danmark, this for example means to grow 

their social business to bring as many mentally challenged individuals into the labor market as 

possible. The triple bottom line is in opposition to the traditional financial bottom line not just an 

expression of profits or losses, but also the firm’s societal and environmental impact. This is highly 

relevant for social ventures since it allows them not only to measure their social impact, 

environmental impact and financial results, but also to analyse and understand the synergy 

between the three. 

 

According to Day & Jean-Denis, RBV can be beneficial to further understand and identify the 

resources needed by the social venture to scale up and thereby increase their impact. To develop 

a cohesive framework that makes RBV relevant for social ventures, Day & Jean-Denis integrate 

the SCALERS Model. 

  

The SCALERS Model was originally developed by Bloom & Chatterji (2009). In their paper Scaling 

Social Entrepreneurial Impact, Bloom and Chatterji undertake a research quite similar to the 

characteristics of our thesis. Their point of departure is a social business called TROSA consisting 

of a drug abuser programme. While generating profits every year, the founder of TROSA, 

McDonald, had difficulties scaling up his business and thereby indirectly his social impact. By 

comparing TROSA to social business cases who successfully scaled up their social business, 

Bloom and Chatterji developed the SCALERS model as a framework for social entrepreneurs to 

focus on in order to optimally build the foundations of a scalable social business. The SCALERS 



31 

model is thus a model that investigates the most important resources needed for social ventures to 

scale up. For Bloom & Chatterji, the purpose of the SCALERS model was to develop a model that 

could speak to a common issue faced by social entrepreneurs. According to them, there are a vast 

number of successful social entrepreneurs that affect real social change, but their growth has 

stymied, just like our case of GreenSpeak. These social entrepreneurs have stagnated and have 

not been able to continually increase their triple bottom line (Bloom & Chatterji 2009: 115). 

Therefore, they developed the SCALERS model that encapsulates the assets and capabilities 

needed by social ventures to scale up.  

 

The name is an acronym for Staffing, Communication, Alliance Building, Lobbying, Earnings 

Generation, Replication, and Stimulating Marketing Forces. It is important to note that a given firm 

does not necessarily need to utilize all seven SCALERS, but the capabilities needed depends on 

the given firm’s situation. In the SCALERS model, staffing refers to the firm’s ability to effectively fill 

its team with highly qualified employees. The need for staffing depends greatly upon the labor 

needs of the firm (ibid.: 117). For instance, if the social venture operates within health care, the 

need for skilled workers is high. On the other hand, if social ventures operate within the service 

sector, the need for extraordinary staffing is limited.  

 

Communication speaks to the firm’s ability to effectively communicate the benefits of its social 

mission to a broad range of beneficiaries, such as customers, financiers and staff. By having 

strong communicative skills, the firm will be more likely to increase access to funding, demand 

from customers and ultimately the triple bottom line of the firm (Bloom & Chatterji 2009: 118). 

Bloom & Chatterji state that this is a common issue for social ventures, since many social ventures 

have been:  

 

“[...] [t]hwarted by an inability to get the word out and be persuasive about what they are doing - 

either because they cannot afford the advertising or publicity or because they do not understand 

the culture and needs of their audience well enough to “frame” what they are doing” (ibid.: 119).  

 

It therefore follows that it is crucial for social ventures to excel at communicating in the growth 

phase of the firm. On the other hand, it will not be as relevant when the firm is larger and more well 

renowned amongst the public.  

 

Alliance building refers to the extent at which the social venture uses partnerships and other 

linkages to increase social change. Effective alliance building is correlated to the firm’s ability to 
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locate and initiate formal or informal collaborations with other firms and organizations, hopefully 

resulting in increased social change and awareness (ibid.). Again, this can be a critical capability in 

the growth phase of the firm, where the seal of approval from other firms can generate positive 

publicity for the firm in question. 

  

Lobbying revolves around the firm’s ability to influence public policy so it favors the social mission 

of the firm (ibid.: 120). This can take the form of new legislation and other political outcomes. Using 

Specialisterne as an example, they may lobby the government of Denmark to make it more 

attractive for companies to hire mentally challenged individuals and thereby increase the social 

effect that Specialisterne have on their goal.  

 

The capability of earnings generation is defined as “the effectiveness with which the organization 

generates a stream of revenue that exceeds its expenses” (ibid.: 121). As the quote states, 

earnings generation refers to the organisation’s ability to bring in more money than it spends. 

 

The capability of replicating is defined as “the effectiveness with which the organization can 

reproduce the programs and initiatives that it has originated” (ibid.: 122). This reproduction is 

especially relevant when it comes to setting up new areas of business or franchises in new 

geographical areas. By being able to quickly replicate the original qualities and processes, it is far 

more likely that the newly initiated areas of business will become successful as fast as possible. In 

cases where the customer dispersion is low, it will presumably not be relevant to set up new 

organizational entities. In these cases, the original ‘home’ of the organization is likely to be enough 

to serve customer needs.  

 

Lastly, we examine the notion of stimulating market forces. Stimulating market forces is defined as 

the social venture’s ability to incentivize the pursuit of private interests while at the same time 

positively affecting public goods (Bloom & Chatterji 2009: 123). This is especially the case with 

social innovations such as agricultural innovations aimed at Bottom of The Pyramid consumers. 

For instance, these consumers’ purchase of cheap agricultural pumps not only increases the 

farmers’ own productivity and well-being, but also their communities. The importance of stimulating 

market forces is especially prevalent when there is a large availability of economic incentives, 

meaning that the social venture operates within a sector where consumers are highly motivated by 

economic incentives.  
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With the totality of the SCALERS model accounted for, some concluding remarks will be 

presented. First of all, as Bloom & Chatterji state, the seven capabilities can reinforce each other 

and ultimately lead to positive feedback loops (Bloom & Chatterji 2009). In the case of staffing, if 

the firm hires skilled fundraisers, the fundraiser can contribute to more effective communication in 

the form of marketing and effectively increase the potential for effective partnerships and increased 

earning generation. It is therefore important to view the SCALERS model as a coherent analytical 

tool where the seven capabilities together can positively affect a firm’s potential of scaling up.   

Summary 

Now, we have accounted for Michelini’s framework and the SCALERS model. On the one hand, 

Michelini’s framework is applicable for understanding and mapping out the concrete business 

model of a social business like GreenSpeak. On the other hand, while it does account for some of 

the firm’s assets such as competences, this is not the main focus of the framework. Instead, it 

looks more at how the various areas and components come together to deliver and capture value. 

Here, the SCALERS model is more effective at deeply analyzing the assets and capabilities of the 

firm to determine where alterations need to be made to scale up the social business. The next 

section will account for the methodological considerations in our thesis. 
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5.0 Methodology 

5.1 introduction 

In the following section, we review the most important methodological considerations that affected 

our thesis. Apart from examining the most important aspects related to case based research such 

as subjectivity and generalisability, we also expand on the epistemological standpoint of our thesis 

and crucial considerations regarding interviews and questionnaires. 

5.2 Not stating the obvious 

It is most often a subconscious act for a hunter to choose which weapon to pick up from his armory 

when going on a deer hunt. Likewise, an electrician would bring his screwdriver to a job without 

giving it a second thought. But, if the hunter was to bring a screwdriver to go hunting deer and the 

electrician would bring a weapon instead of a screwdriver, chances are that they will never 

succeed with their respective task at hand. These analogies - however absurd - serve a legitimate 

purpose. They highlight the fact that we make subconscious choices every day throughout our 

whole life. Beneath the surface of these choices, there lies presumptions about the optimal way of 

solving the tasks that we are confronted with on an everyday basis. These presumptions are 

seldom given attention actively even though they are the foundation of everything we do and how 

we think about the world. And while one may perceive it as obvious not to bring a screwdriver to go 

hunting deer, it is much less obvious what tools to bring as researchers in our quest of creating 

knowledge. As explained by Arbnor & Bjerke: 

 

“In order to develop business theories and models, methodological views make different 

assumptions about the reality they try to explain and/or understand. This, in turn, means that 

observations, collections of data and results are determined to a large extent by the view chosen. 

Conscious development of knowledge in business – as in other subjects – is therefore far from 

“just” collecting data and making statements.” (Arbnor & Bjerke 2009: 6) 

 
If the hunter’s weapon is his tool, then, our methodological choices are the tools needed for 

creating knowledge. In practical terms, it means that our choice of scientific approach has a 

significant effect on the outcome of our research. When it comes to case studies like ours, the 

difference in approaches to knowledge creation demand that we choose our methodological 
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approach tailored to the desired outcome of our investigation of GreenSpeak (Harrison et al. 

2017).  

5.2.1 Relativism rather than realism 

The range in which a case study can be placed is somewhere between that of a realist and a 

relativist approach. We have taken an active choice of placing our approach to case study nearer 

(but not entirely) that of relativism than realism, which implies:  

 

“[Relativism] has an approach to case study research that is qualitative and closely aligned with a 

constructivist and interpretivist orientation. While having a disciplined approach to the process and 

acknowledging that case study can use quantitative methods, [this] approach is underpinned by a 

strong motivation for discovering meaning and understanding of experiences in context. The role of 

the researcher in producing this knowledge is critical.” (Harrison et al. 2017: paragraph 25) 

 

The relativist approach thus opposes that of a realist approach, the latter with the ontological 

standpoint that that a certain objective truth about the world exists, regardless of our ability to 

perceive it or not (Yin 2014). Had we chosen this realist approach, our case study of GreenSpeak 

would to a higher degree resemble that of the testing method known from laboratories: Create a 

hypothesis about why GreenSpeak lacks commercial success, develop rival explanations and then 

seek to falsify said hypothesis and rival explanations. Naturally, such an approach can be 

productive and make for the right approach in some case studies. However, since our case of 

GreenSpeak is a unique and particular phenomenon without comparison and since current 

academic literature on social business models has never before encompassed a social business 

as radical as GreenSpeak, we believe it would be unrealistic to claim that we could develop an 

investigation process with an objective and universal truth on why GreenSpeak lacks commercial 

success as an outcome.  

 

Rather, we believe a case like GreenSpeak must in a relativistic manner apprehend the existence 

of multiple versions of the truth; in our case, the truths about what commercial success is, the 

truths about how entrepreneurs go about scaling their business, the truths about how to best 

incorporate idealism in business models and so forth. Moreover, as mentioned in the above quote, 

our role as researchers in a relativist perspective is not to be neglected, but actually highlighted as 

an active role in the process of answering our research question. Therefore, we acknowledge that 

the findings from this thesis partly will reflect our choices and analytical presumptions throughout 

this project. For example, the findings and recommendations put forward in our analysis and 



36 

discussion may have taken on a different character if other researchers had set the same goal as 

us and chosen different courses of actions than what we have. This will be further elaborated in the 

section 5.4 GreenSpeak - a case study. 

 

However, it is important to notice that we have not positioned our case study of GreenSpeak in the 

complete relativist category, since we through the next sections argue that by triangulating our 

empirical data, we are able to present empirically based and therefore qualified findings and 

recommendations external to just our interpretation. Had we examined GreenSpeak from the 

complete position of relativists, we would have argued that our research is solely a reflection of our 

own opinions and our specific interpretation of our empirical data. Our stance of being nearer 

relativism than realism allows us to present empirically based findings and recommendations 

which, by careful argumentation of transparency and credibility in our course of action, is not solely 

based on our own perception of the world. This will be elaborated in the section 5.8 Ensuring 

quality in our research.  

 

As a parallel to the choice of weapon for the hunter, our methodological position is what ensures 

coherence between our research design, our methods used in this study and our overall purpose 

(Farquhar 2012: ch. 1) of researching why the customer attraction for GreenSpeak lacks 

customers. In short and practical terms, our mission is to discover why GreenSpeak has not 

attracted more customers until now, and our tool we bring with us on our quest is the approach that 

while our empirical data does not present any objective truth, minimizing the finding’s dependency 

on our subjective interpretation is what enables us to present a relevant and empirical based 

analysis and discussion. Concretely how we have sought to do so will be elaborated in the 

methodology sections 5.4 GreenSpeak - a case study and 5.7 Triangulating our empirical data. 

5.3 It started with a practical pondering 

Our research area started with a curiosity about a practical (as opposed to theoretical) 

phenomenon, namely GreenSpeak and its customer base. Besides investigating how GreenSpeak 

can attract more customers, another desired outcome of our research is to discuss how 

GreenSpeak can add value and new understanding to the academic literature on social business 

models. By doing so, we seek to start an academic discussion on a new and hitherto academically 

unknown phenomenon and to incentivize further research in these new kinds of social business 

models for other researchers to build upon. Also, our research on GreenSpeak has practical 

impacts, as it allows us to inform future social entrepreneurs on what considerations should be 
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discussed if they are interested in starting a social venture with similarities to the business model 

of GreenSpeak.  

 

As concluded in a European Commission report on social business development in Europe, both 

the amount of social entrepreneurs and the industries in which these are started is rising in 

numbers (European Commission 2016). It is our prediction that social business models will 

likewise grow in numbers and variations in Denmark the more our society focuses on 

environmental and social sustainability. Our research therefore poses an initial attempt to analyze 

how companies like GreenSpeak can achieve commercial success along their journey to reach 

their social goal.  

5.3.1 The abductive approach 

Our course of action is based on that of an abductive reasoning, which is a reasoning often 

considered well suited for business case research like ours (Rashid et al. 2019; Dubois & Gadde 

2002): Abduction is a contrast to induction or deduction and offers a course of action well tailored 

for the scope of our investigation of GreenSpeak. The purpose of abduction is to generate ideas 

and concepts in order to present tentative theories (Gary 2010), which is the case in our thesis. 

The abductive method has its starting point in a phenomenon in which a researcher is curious 

about and has no way of fully understanding through existing literature - which, as mentioned, in 

our research is GreenSpeak and their lack of customers. Abduction is suited for generating 

tentative frameworks and can serve as foundation for further research in a given area, in our case 

how it affects the commercial growth when companies like GreenSpeak have such an extended 

focus on idealism. Rashid et al. (2019) illustrated with a table how the different reasonings form 

different approaches: 

 

Table 3. Overview of reasoning approaches by Rashid et al. (2019) 
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Our abductive reasoning thus allows us to start with a point of departure being a wondering about 

a phenomenon in the world - as opposed to deduction and induction, which has the goal of seeking 

to falsify or adjust existing academic theories. Referring to the positioning between realism and 

relativism, both the deductive as well as the inductive approach has as their aim to verify or falsify 

existing theories. These would then be an appropriate reasoning, had we chosen the realist 

approach to this thesis. Had we done so, we would have claimed that our research enabled us to 

either verify ‘true’ existing theories or falsify ‘false’ existing theory. In both instances, the 

presumption would be that a such objective truth exists about GreenSpeak and when either 

verifying or falsifying existing theories on social business models, we had positioned our research 

nearer to this objective truth.  

As explained in table 2, our abductive approach to the case of GreenSpeak enables us to have 

both existing theory on social business models as well as an observed phenomenons as a point of 

departure. By analysing the view of our interview respondents, we seek to better understand the 

motives and beliefs of GreenSpeak, thereby enabling ourselves to better develop a future platform 

for other researchers wanting to investigate this form of social business models to build upon.  

Shortly summarizing, our abductive approach is what enables us to start with a practical 

phenomenon and by merging existing literature with our empirical data we can fully comprehend 

the beliefs of the owners of GreenSpeak, the way these beliefs then manifest themselves in the 

social business GreenSpeak and ultimately what consequences these beliefs may entail in a 

practical manner in terms of scaling up a social business. The abductive approach is thus what 

enables us to offer practical knowledge for future social entrepreneurs and tentative frameworks 

for other researchers to build upon.  

5.3.2 The puzzle of abduction 

Abductive reasoning is sometimes compared to a jigsaw puzzle (Dubois & Gadde 2002: 558; 

Baxter & Jack 2008: 554): In the beginning, all choices and courses of action are chosen from best 

guesses. Thus, in the beginning, our pieces made very little sense but became clearer with every 

effort we made. Our interview respondents were chosen from an idea that they could add some 

important insights to our case, but there were very limited obvious choices of respondents. Most of 

our choices relied on initial best guesses. One of the issues with abduction in our case therefore is 

that we gathered a surplus of information on several topics - both directly related to our research, 

semi-related to or directly irrelevant to our research on GreenSpeak. By approaching our research 

in an abductive way, we were eminently forced to constantly consider what information was 

relevant in our interviews and what was not. Dubois & Gadde (2002) highlight that the confusion, 
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which evidently arises in this type of research, is to be handled by a careful selection of which 

empirical data to include in the final product and which to sort out. For example, during our 

interview with GF Insurance, our respondent accounted for their entire CSR-profile and their value 

chain. This information, despite revolving around our respondent’s idealism and also adding to the 

understanding of GF Insurance as a respondent, we deemed as being irrelevant to include in our 

analysis, even though it also resembled how companies can successfully scale up their business 

while focusing on idealistic principles. These kinds of sorting choices have been made from all of 

our interviews to ensure a coherent flow throughout our thesis without irrelevant and confusing 

detours. 

Now, we move on to clarify the various concrete considerations associated with conducting case 

based research. 

5.4 GreenSpeak - a case study 

This thesis revolves around one case - GreenSpeak. While writing a thesis about a single case can 

intuitively seem far fetched, most case study research actually concentrates on a single case 

rather than multiple cases (Yin 2013: 325). In order to ensure the academic credibility of our thesis, 

we must discuss the strengths and limitations of findings based on research with such a narrow 

focus. Leaving out this discussion could transform our research to be nearer that of a consultant’s 

analysis of how GreenSpeak should go about growing their company, since the ultimate goal 

would have been to analyze GreenSpeak as an isolated entity - which is not the sole purpose of 

this thesis. As stated in the introduction and elaborated in the previous section, we also have as 

our objective to discuss how our findings can be implemented for future social entrepreneurs in 

practical terms as well as discuss how our findings from this case can contribute to the academic 

literature on social business models. This section therefore explains the methodological 

considerations of how to do so with our case. 

5.4.1 An extreme and paradigmatic case 

There are different types of case classifications that case researchers must choose between when 

conducting a case study. By classifying the type of case we believe GreenSpeak constitutes, we 

are able to account for what type of knowledge we are able to create and what type of knowledge 

we are not (Flyvbjerg 2006). According to Flyvbjerg, there are two main categories of case types: 

The random selection and the information-oriented selection. By having actively chosen 

GreenSpeak as our case element, this study belongs to the latter, the information-oriented 

selection. Since our goal is to achieve the biggest possible amount of information on the very 
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specific problem of why GreenSpeak has trouble attracting new customers, a random selected 

sample of cases would be inefficient in order to answer this question.  

 

In the category of information-oriented cases there are four subcategories: The maximum variation 

cases, the critical case, the extreme case and the paradigmatic case. In maximum variation case 

research, the researcher chooses several cases that the researcher believes are the biggest 

contrast to each other. This could take form in a study with a focus on how GreenSpeak attracts 

customers as opposed to how a conventional oil company attracts customers, the two cases 

representing very different profiles on sustainability. This is not relevant in our case study. 

 

In critical cases, the case selection has as its ability to deduct a general rule from the case study. 

Therefore, had we chosen a realist approach, we could have characterized GreenSpeak as a 

critical case and sought to deduce universal truths about social entrepreneurs with a social 

business model like GreenSpeak. This, again, is not relevant for our thesis.  

 

We believe our case of GreenSpeak to a higher degree has the characteristics of both an extreme 

and a paradigmatic case. As Flyvbjerg mentions, the types of cases are not necessarily mutually 

exclusive (Flyvbjerg 2006: 233). We classify our case of GreenSpeak as extreme due to the 

radicalness on the owner’s focus on idealism incorporated in the business model. As stated by 

Flyvbjerg, the extreme case reveals from both an understanding-oriented and action-oriented 

perspective the deeper causes behind a given problem (ibid.: 229). Thus, by researching 

GreenSpeak as an extreme case, we are enabled to create a deep understanding of why so few 

have signed up with GreenSpeak and at the same time what actions could be performed to better 

the problem. The study of panopticon by Michel Foucault is often highlighted as an extreme case, 

focusing on how an extreme case of surveillance affects the power in relationships between prison 

inmate and guard. With GreenSpeak, our categorization of our case being an extreme case then 

allows us to examine how the consequences of social entrepreneur’s ‘extreme’ focus on idealism 

affect the attraction of customers.  

 

At the same time, there are facets of our case study which resembles paradigmatic cases, which 

are “cases that highlight more general characteristics of the societies in question.” (Flyvbjerg 2006: 

232). Since we argue that GreenSpeak is part of an ever growing tendency in social startups, 

GreenSpeak can to some degree pose as a sort of next generation of social entrepreneurs. By 

classifying our case as paradigmatic and thus, reflecting a movement in our society, our study is 
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able to generate value in assessing some of the implications of this general movement towards 

companies focusing on idealism and bettering the society. 

 

Altogether, our assessment of our case study of GreenSpeak as being an extreme and 

paradigmatic case is what enables us to gain a deep understanding of the specific issues they 

experience with customer attraction and also how these findings can reflect a bigger tendency in 

our society. This is part of the reason why our research is not only relevant to GreenSpeak - future 

social entrepreneurs can also find great insights from the experiences of GreenSpeak as well as 

can academic literature on social entrepreneurship.  

5.4.2 The importance of context 

Flyvbjerg (2006) argues that case studies are of utmost relevance in academic development. Not 

only do context-dependent case studies contribute greatly to academic development, they are at 

the very heart of what Flyvbjerg calls expert activity. His claim is that experts in any field are only 

experts due to their concern of the context in which they operate: “It is only because of experience 

with cases that one can at all move from being a beginner to being an expert.” (ibid.: 222). For 

example, an expert in social business models operating in Denmark is only an expert due to his 

knowledge of the specific context in which social businesses operate in Denmark. Our case 

research therefore contributes to the expert knowledge on GreenSpeak’s impact on the 

understanding of social business models. Similarly, our case of Greenspeak is of such a complex 

and hitherto unfamiliar nature, that it does not suffice to investigate it quickly or shallowly. Rather, it 

requires an in-depth exploration, which a case study offers (Rashid et al. 2019). Furthermore, it 

offers insights regarding the values specific to GreenSpeak’s context and individuals - that is, the 

entrepreneurs behind. Instead of focussing on social entrepreneurship on a general level, 

Flyvbjerg notes that by focussing on a concrete case we can expand our understanding of the 

phenomenon in question. If the focus of the research is broad and theoretical, learning will be 

limited (Flyvbjerg 2006: 222). By conducting this qualitative case study, we can access the 

thoughts, ideals and values held by the owners and founders of GreenSpeak. For example, by 

developing an in-depth understanding of GreenSpeak, we are far better positioned when analyzing 

their business model. As noted by Flyvbjerg, by pursuing a specific case like GreenSpeak, we are 

additionally enabled to utilize the concreteness of the thesis to potentially put forward broader 

implications of the growth issues faced by social entrepreneurs in general. 

 

Our study therefore contributes with knowledge in a field in which not many have before tred - not 

because of ignorance or lack of importance, but simply because Denmark, to our knowledge, has 
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never before observed a company like GreenSpeak. Since it is an uninvestigated phenomenon, 

many unknown variables have presented themselves along our process of investigating 

GreenSpeak. In the words of Harrison et al. (2017), case study research is  

 

“[...] suitable for a comprehensive, holistic, and in-depth investigation of a complex issue [...] in 

context, where the boundary between the context and issue is unclear and contains many 

variables.” (paragraph [28]). 

 

5.4.3 Pitfalls in our case study 

Some pitfalls about our case study must be addressed, however. Specifically that of subjectivity 

versus objectivity and how to ensure coherence from research question to conclusion when 

conducting case based research.  

Cases are biased 

The first pitfall of case study is that of subjectivity in research. Case study research is, according to 

Flyvbjerg (2006), in its nature more appreciative towards arbitrary judgment and the subjectivity of 

the researcher conducting the case research than for example quantitative methods. In 

accordance with our stance of relativism, while on the surface it may appear dubious to appreciate 

the features of subjectivity of us as researchers, it is absolutely at the core of why we believe our 

case study research represents a valuable contribution to the research of social business models. 

Activating our awareness of the role we play in the process enables us to evaluate how we may 

have had an impact on our analysis and discussion of GreenSpeak, instead of neglecting and 

ignoring the fact that any research - qualitative as well as quantitative - has been affected by the 

subjectivity of the researcher conducting the research. 

 

Thus, Flyvbjerg argues that it is a misconception to view quantitative methods as being objective or 

without bias; in quantitative research, all questions in a questionnaire or survey are formulated by 

the researcher conducting the survey, as well as the theory with which her empirical data is 

analyzed with has been actively chosen by the researcher. Behind all these choices also lie 

presumptions, world views and subjective ideas. For example, a question in a survey will always to 

some degree reflect the underlying worldview of the researcher formulating the question, which will 

in turn have an impact on the outcome of said survey.  
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Flyvbjerg argues that case study research in some ways actually may be better suited to avoid 

subjective bias due to the acknowledgment of the impact of our own interpretation and choices. A 

quantitative research thus can be argued to be infiltrated by more personalized bias than any other 

research, should the researcher be of the opinion that his results are objectively true. When we 

acknowledge our own interpretation of this thesis’ empirical data as an active part that has an 

influence on our findings, we are constantly forced to take actions towards minimizing the 

subjectiveness with which we present our findings (Flyvbjerg 2006). 

 

As an example, we have throughout the whole process of research been communicating with the 

owners of GreenSpeak and several times confronted them with our findings from other sources, 

thereby allowing them to verify or falsify our assumptions, ideas and understandings of our data. 

This process is often not done in quantitative studies (ibid.). Reversely, we have also sought to 

present our interview respondents with statements and ideas presented by GreenSpeak, which 

again functions as an act eliminating some part of our subjectivity. By creating this back-and-forth 

discussion forum directly between our respondents, we have minimized the analysis’ reliance on 

our interpretation of our data. We do not claim to have completely eliminated it, but neither should 

it be the goal to (ibid.).  

The scope of our case focus 

The second pitfall of case study research is to not formulate a research question which mobilizes a 

realistic, relevant and clear examination of the case. A tool to ensure overcoming this pitfall is by 

binding the case research focus (Baxter & Jack 2008). Binding the case focus means to narrow 

down the focus of the research question to ensure that even complex cases are investigated with 

an overall coherence.  

 

First, we could have expanded our area of interest by researching GreenSpeak as a group. As 

accounted for in the case description, GreenSpeak has launched several new businesses with 

GreenSpeak being the mother company. Had we chosen to research the case of GreenSpeak 

from a group perspective, our research would have expanded vastly, pointing in several different 

directions and restricted our ability to examine our research question as in-depth as it would have 

required for us to; we would have failed at binding our case. 

 

Second, we have chosen to focus on attraction of new customers for GreenSpeak. This eliminates 

an aspect which in itself could function as an isolated purpose of investigation in our research, 

namely that of customer retention. Naturally, it is just as important for a company to be able to 
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retain its customers as well as attract new ones. We decided to eliminate the aspect of customer 

retention after one of the owners of GreenSpeak told us that they have very few subscription 

terminations every month. The few terminations they have are often only due to the customer 

having been offered a cell phone plan from a competing mobile carrier, e.g. they were offered a 

cell phone with discount if they signed up. In addition, the owners of GreenSpeak’s experience is 

that most of these terminations return to GreenSpeak once their binding period with the competing 

mobile carrier comes to an end. Therefore, the issue for GreenSpeak lies not in its ability to retain 

customers, but rather in the area we focus on: attraction of new customers. 

 

A third way we have bound our case focus is by focusing on the private segment of customers for 

GreenSpeak. GreenSpeak also offers cell phone plans for companies, which could additionally 

have been researched. By excluding the B2B-aspect of GreenSpeak, we again bind our case and 

narrow down our focus. By binding the case, rather than trying to answer multiple of complex and 

general questions about the business model of GreenSpeak, we actively filter some aspects of 

GreenSpeak that we could have pursued. By doing so, we ensure a coherent and in-depth focus 

on a particular aspect of GreenSpeak. 

 

According to Miles & Hubermann (1994), the research question in academic writings can bind a 

case study in several ways. It can for example be bound by time and place, by time and activity or 

by definition and context. In these terms, we have sought to bind research purpose with our case 

by definition and context. The definition in our research question being a narrow scope of business 

models, namely the ‘extreme’ case of a social business model, GreenSpeak; the context narrowed 

down to Denmark, since small adjustments in a company’s business model result in greatly 

different outcomes due to the country in which it is situated. This could be due to law regulations, 

culture, tax level etc. Our goal is therefore not to create a universal framework to be obtained 

directly by any researchers in any country. Our research focuses on social business models in 

Denmark. Other researchers wanting to develop further on our work therefore have to adjust the 

details they find relevant in order for this research to also serve as a potential framework for social 

business models in their respective country. Our ideas of which alternative academic approaches 

regarding the case of Greenspeak could have been (or in the future can be) pursued will be 

elaborated in the section 7.0 Discussion. 

 

Having expanded on some of the key considerations associated with pursuing case based 

research, the next chapter accounts for the empirical data used in our thesis, how we acquired it 

and the potential pitfalls and considerations associated with it. 
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5.5 Empirical data 

5.5.1 Interviews 

The main part of our empirical data for this thesis relies on interviews. This leads to the necessity 

of explaining and justifying our methodological considerations behind this choice. With reference to 

the explanation of our abductive approach, the whole premise for this thesis is that GreenSpeak 

offers a completely new and hitherto unobserved way of conducting social business. This was 

confirmed by one of our respondents, Lena Olaisson, an associated professor at CBS with 

sustainable entrepreneurship as her primary research focus, who could not come to think of any 

company in Denmark that resembled the radicalness of GreenSpeak’s social business model. 

Since no academic attention has been given to GreenSpeak or the likes of them, we considered 

multiple interviews to be the best way of gathering a deep and multifaceted understanding of their 

specific business model and the growth issues they face.  

Gathering expert knowledge 

In total, we have conducted 12 interviews with 11 different respondents. All respondents except for 

one were interviewed one hour each. Usually, when using interviews for a research purpose, the 

main goal is to gain a deep and thorough understanding of the respondent’s view on some aspect 

of their own life and world view (Kvale 2007). This, however, slightly differentiates from our 

objective. None of our interviews were of the intimate nature, where the respondent had to disclose 

personal information about themselves or discuss sensitive topics close to their own personal 

sphere. What we sought from each respondent was their expert knowledge on some aspect of 

GreenSpeak’s business model. While intimate interviews require more time and possibly several 

interviews to gain the trust between interviewer and respondent needed for discussing private and 

sensitive topics (Kvale 2007: 56), our interviews solely required our respondents to assess their 

expert knowledge on a topic external to their private lives, requiring less personal commitment 

from each respondent.  

Semi structured interviews 

All interviews conducted were of the semi structured type. The majority of the interviews lasted for 

an hour, which is a time span we chose in order to optimize the output with minimum levels of 

fatigue for both respondent and interviewer (Adams 2015: 493). These types of interviews employ 

a mix of open- and closed-end questions formulated prior to the interview (Adams 2015). We 

plotted the questions into an interview guide template and sent the respective agenda to each 
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respondent we interviewed prior to the actual interview. By doing so, we made sure that every 

respondent had a clear idea of the topics we were going to discuss and also gave our respondents 

the opportunity to reflect on the topics before the interview.  

 

During our interview, the semi structured interview approach allowed us to roughly follow the 

interview guide sent beforehand. However, it also provided us with the opportunity to further 

inquire on the topics which, during the interview, could cause us to become curious about a given 

statement. We therefore started every interview with the first question from the interview guide and 

from there on allowed ourselves to deviate from the guide whenever our respondents mentioned 

something that seemed crucial to expand on. In every interview, we at some point for example 

asked our respondent if (s)he could elaborate on a given statement (s)he had made. Having done 

so to a degree where we had the sensation of complete understanding of the statement, we turned 

back to the next question on the agenda. 

Respondents 

Our strategy regarding choice of respondents was to reach out to the most prominent and, what 

we believed would be, relevant organizations, regardless of the perceived chances that they would 

prioritize their resources on a couple of university students writing their thesis or not. We expected 

to be rejected by some of them and then seek the best alternatives from there. It went differently, 

however, for example resulting in acceptance from some of the biggest and most prominent think 

tanks in Denmark, including CEPOS, Arbejderbevægelsens Erhvervsråd (in English, The 

Economic Council of the Labour Movement) and Cevea. Thus, every respondent we reached out 

to was chosen from an assessment of their respective area of expertise - that she/he/they were 

experts in a field relevant to the case of GreenSpeak and therefore could offer insights to a specific 

area of our case.  A table of all interview respondents is first presented before elaborating on each 

of them as well as the reasoning behind the choice of each respondent. All pictures and names in 

the table are brought with consent from the respondents. 
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Think tanks  

 
CEPOS 

 

Stefan Sløk-Madsen 

 

Head of education and PhD in 

entrepreneurship 

 
CEVEA 

 

Asbjørn Nørregaard 

 

Vice director and head of 

analytics 

 
The Economic Council of 

the Labour Movement 
Lars Andersen 

 

Director 

 

CBS professors 

 

 

Lena Olaison 

Associate Professor with 

Sustainability and 

Entrepreneurship as 

primary research area 

 

 

Kai Hockerts 

Professor in Social 

Entrepreneurship 
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GF Insurance 

   

  

Rasmus Gade 

 

Head of press in GF’s 

headquarter  

 

  

 Maiken Luvin 

 

Director of GF Copenhagen 

department 

 

GreenSpeak 

   

  

Anders Jensen 

Co-owner and original 

founder of GreenSpeak 

 

 

Mark Rasmussen 

Co-owner of 

GreenSpeak 

 

 

Others 

Sustainia 
Corporate sustainability consulting company 

 

 

 

Rasmus Pedersen 

 

CEO & Senior Partner 

Forests of The World 
Environmental NGO and profit receiving 

partner of GreenSpeak 

 
 
John Glitfeldt 

 

Fundraiser and 

campaign 

coordinator 
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CEPOS  
We asked Stefan Sløk-Madsen from the liberal and free-market-advocator think tank CEPOS to 

share his thoughts on GreenSpeak’s idealistic elements, which classical capital and free market 

philosophy usually is a critic of - i.e. the wage cap, strict regulation on return of investment from the 

owner’s point of view and profit donation and whether these factors can lead to commercial 

success from his point of view. For example, we asked him what effects on the possibilities of 

scaling up a business do you think it will have when companies in Denmark eliminate the 

opportunity to earn profits from investments in the business?  

 

Cevea 
With a vision of freedom, equality and community, center-left think tank Cevea examines how 

organizations in Denmark can best contribute to a more democratic and equal Denmark. We 

requested Asbjørn Nørregaard’s inputs on GreenSpeak’s vision of complete wage equality and the 

approach of organizational democratization in letting customers direct the company’s profit in their 

direction of choice.  

 

Arbejderbevægelsens Erhvervsråd (The Economic Council of the Labour Movement) 
We inquired Lars Andersen from TECLM, which is a think tank focusing on the rights and equality 

of Danish employees, on both his thoughts on the prospects of GreenSpeak hiring competent and 

reliable employees when offering a wage with a cap at 30.000 DKK per month and on his 

assessment of how high the social and environmental purpose of a company is prioritized by 

Danish employees. Concretely, one of the questions put forward to him was how do you perceive 

the development in the prioritization between wages and work purpose from the perspective of 

Danish employees during the last two decades? Prior to discussing this, we first assessed our 

respective understanding of what work purpose is, i.e. how employees find meaning in their tasks 

at work. 

 

Lena Olaison and Kai Hockerts 
Lena Olaison, assistant professor with social entrepreneurship as her primary research area, and 

Kai Hockerts, professor of social entrepreneurship, both employed at CBS, were interviewed in 

order to supplement our academic understanding of social entrepreneurship and to discuss 

whether the characteristics of GreenSpeak were severely differentiating from current academic 

literature on social business models. 
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GF Insurance headquarters and Copenhagen department 
GF Insurance is an insurance company wholly owned by its customers. This means that all profit 

made from their business is directed back to every customer in the company in the form of 

discounts on the policy price every year. If GF presents a profit for the year of 1 billion DKK, this 

profit is used as a total discount of 1 billion DKK distributed to all insurance takers in GF for the 

next year. This way, the absolute price for insurance is equal to the total amount of money needed 

for reimbursement when the customers experience an accident or other instances covered by 

insurance. We included Rasmus Gade and Maiken Luvin as respondents since GF’s business 

model resembles the elimination of the desire of profit maximisation in GreenSpeak and due to 

their size: GF has successfully built a substantial business with this business model with an annual 

revenue of DKK 2 billion and approximately 300.000 customers. We asked Rasmus Gade and 

Maiken Luvin to share the strategy on upscaling an idealistically based business model and how to 

attract customers as inspiration to answer our own research question. A question we asked them 

was how important have you experienced your idealistic principles are to new and existing 

customers respectively?   

 

GreenSpeak 
Naturally, the owners of GreenSpeak were interview respondents in our thesis. With Anders 

Jensen and Mark Rasmussen, our interview approach differed slightly from that of the other 

respondents. While trust is always critical to any interview, especially our interview with 

GreenSpeak had to be that of a trusting character, opening up for an open minded, non-restricting 

discussion forum, enabling the owners to be able to express both their success experiences, their 

worries and their considerations (Kvale 2007: 56). Therefore, we initially asked for a non-formal 

meeting with the owners prior to actually interviewing them. We were invited to their office in 

Østerbro, Copenhagen, where we sat down, had a cup of coffee and discussed both GreenSpeak, 

our thesis and even trivial topics like the nuisance of how to keep herbs in the kitchen alive. 

Retrospectively, it indeed seems to have had a great impact on the cooperation with them 

throughout the whole process of writing our thesis. Thus, we were invited to call or write them 

about any inquiry we might have at any time. We have made use of this offer several times 

throughout our thesis writing, for example asking them via a Facebook message to elaborate 

something we did not discuss thoroughly enough or to comment on statements we had acquired 

from other interview respondents.  

 

GreenSpeak even offered us insight into both their detailed financial reports and their customer 

data and behaviour. It seems that our initial attempt to create a trusting bond with them succeeded 
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and has been maintained throughout the whole process. It must also be noted that all conditions 

for an optimal interview setting was in our favour; there were no cultural clashes between us and 

GreenSpeak (Kvale 2007: ch 3). For example, the outcome of an interview conducted by a 

Christian woman with a muslim man might be affected by his willingness to open up about 

sensitive and private topics due to the cultural differences between them. Similarly, one of the key 

values to GreenSpeak is the openness with which they conduct their business, presenting the 

optimal prerequisites for an interview. 

 

It has also created a positive impact on our findings that we, as mentioned, several times have 

confronted Mark Rasmussen and Anders Jensen with the statements gathered from the other 

interviews. By doing so, we strengthened our comprehension of GreenSpeak and their value 

proposition (Baxter & Jack: 556) and created a forum of discussion instead of separate voices. By 

doing so, we eliminated part of ourselves in the equation; instead of solely relying on us as 

researchers to analyse the statements, we offer GreenSpeak the opportunity to directly comment 

on them.  

 

Sustainia 
As one of the most reputable Danish consultant houses with a focus on corporate sustainability, 

Sustainia has seen a vast number of corporations and startups pursuing a strategy of conforming 

their organization to a sustainable oriented business model. The topic of interest in the interview 

with Rasmus was to gain insights into his knowledge of how companies optimally can pursue their 

desire of commercial growth with a sustainably oriented business model.   

 

Verdens Skove (Forests of The World) 
Forests of the World is the top receiver of donations from GreenSpeak with approximately one 

third of the customers in GreenSpeak voting for them every quarter. Having John Glitfeldt from 

FTW as an interview respondent supplements our understanding of GreenSpeak from a network 

perspective. As Yin (2014) states, case study research must not be limited to the case itself, but 

include the context in which the case object is embedded and the interaction between them. FTW 

is part of GreenSpeak’s context. John Glitfeldt offered valuable insights into the cooperation with 

GreenSpeak as well as information on the general tendency of startups wanting to donate their 

profits to charity. 
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Analysing the interviews 

Even though it is not formally required to transcribe interviews for a thesis (attachment of the 

recorded audio file when uploading the thesis is sufficient), we paraphrase-transcribed all 12 

interviews we had throughout our research. We did this to create an easily comprehensible 

document with all the topics discussed in the interviews. By doing so we present ourselves and the 

reader with the opportunity of direct quotation of a respondent’s words, making sure that the reader 

comes as close to the interview situation and the subject as possible. 

 

In order to successfully answer each aspect of our thesis problem we decided to code all our 

interviews into categories. By doing so, we ensure transparency in our investigation and ensure 

that our large number of interview transcripts are put to work in their respective areas of interest 

(Kvale 2007: 105). While preliminarily having an idea of what topics could arise in each interview 

(i.e. discussing commercial growth with GF Insurance rather than with Forests of The World), we 

decided to categorize our interviews retrospectively, since this would make for a more accurate 

and separated division of discussion topics. Naturally, we needed an indication of what categories 

each respondent would be confronted with to ensure a coherent and relevant interview, but the 

final formulation of categories was not formulated until all interviews were done. 

 

For example, one of the conversation categories was commercial growth. Key respondents in this 

category were CEPOS, GF Insurance and to some extent Sustainia, all contributing to the 

knowledge of what factors influence a social business in a capitalistic market to succeed. Another 

category was wage cap, which revolved around how wage caps influence the growth potential of a 

company that restricts the salary of all employees. While touching upon the topic with several of 

our respondents, the main contributors in this category were Cevea, The Economic Council of the 

Labour Movement and GF Insurance. Our academic discussion and background knowledge of 

social entrepreneurship and the positioning of GreenSpeak herein was strengthened by our 

interviews with Lena Olaisson and Kai Hockerts, coded in a category of social entrepreneurship 

literature and history. Finally, we coded Forests of the World and GreenSpeak themselves in a 

category titled GreenSpeak and network. The purpose of this category was to gain deep insights 

into their business model and their network.  

 

When reflecting retrospectively on the list of our interview respondents, we judge that our research 

offers important insights due to the fact that our field of respondents are highly competent in 

providing expert knowledge in their respective field. Even despite the current outbreak of the 

pandemic Covid-19, out of all the organizations from which we requested an interview, besides 
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GreenSpeak, we ended up with only a single rejection and nine acceptances, allowing us to gather 

solid and diverse empirical data to work with.  

Ethics in our interviews 

As mentioned above, the interviews we conducted were not of a sensitive or private character. 

Consequently, the necessity of discussing ethics in our thesis is limited compared to normal 

interviews. However, a short presentation of our ethical considerations is still part of corroborating 

the integrity of the interviews as well as our role as researchers (Kvale 2007: ch 3). First, none of 

our respondents wanted to be anonymous. We presented every respondent with the opportunity. 

 

Second, via our interview guide sent prior to every interview, we thoroughly made sure that every 

respondent was well informed about the interview subject, premise, interview attendees, agenda 

and specific topics and questions. Furthermore, before starting the actual interviews, we informed 

every respondent about both the recording of the interview and the option of contacting us at any 

time after the interview, should they have any questions, supplementary comments or - most 

importantly - second thoughts about a given statement they had presented during the interview. 

This was done in order to create a ‘safe place’ for the respondent to enhance their sensation of 

being able to express their thoughts without restrictions or fear of regretting a statement. Kvale 

calls it informed consent, which counteracts any deception of the interview subjects (Kvale 2007: 

27).  

 

None of our respondents made use of these options, indicating that our preliminary preparation 

was satisfactory. Had any of them contacted us after an interview about a given statement they 

wanted to retract, naturally the statement would not have been included as part of our thesis.  

After the interviews, the feedback we were most often met with by our respondents was an interest 

in our research area, stating that they would appreciate the opportunity of reading our thesis when 

it was completed and that it had been an interesting experience to discuss the case of 

GreenSpeak.   

Missing respondents 

While we managed to interview some prominent and highly relevant interview subjects, we also 

need to address our retrospective view on what options we could have pursued to further 

strengthen the field of respondents.  
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For example, we assume that Telenor would make for a valuable interviewee, inquiring into their 

perspective on GreenSpeak and the cooperation between them. Similarly to Forests of The World, 

Telenor is part of the network in which GreenSpeak operates. By not including them as an 

interviewee, we may be missing out on some aspects of our case which could prove important.  

Another perspective that could be interesting to investigate in a qualitative manner would be the 

beliefs, behaviors and preferences of both existing and non existing customers of GreenSpeak. 

Quantitatively, we have gathered data about both parties in the form of market research about the 

behavior of customers in the mobile carrier industry and our own questionnaire. However, with 

qualitative studies diving deeper into these two categories, we might have discovered additional 

knowledge about what initiatives GreenSpeak could pursue in order to attract more customers.  

After having reviewed the key aspects of conducting interviews, we now examine our 

questionnaire and the key considerations associated with it. 

5.5.2 Questionnaire  

To obtain an understanding of consumer demands towards mobile carriers, we developed an 

anonymous online questionnaire. By developing a questionnaire, we wanted to gain an 

understanding of the commercial offerings that meant most to consumers and how they viewed 

GreenSpeak’s business model.  

Why a questionnaire? 

The Danish telecommunications industry cooperation Tele Industri each year conducts a survey of 

the Danish mobile carrier customers (Teleindu 2019). In this survey, they investigate, amongst 

other things, the general perception of the quality of customer service of Danish mobile carriers 

and technical aspects such as the satisfaction level regarding network coverage, speed etc.. While 

offering important insights into the general behavior and attitude towards mobile carriers, the 

survey from Tele Industri does not include an investigation towards customer prioritization when 

choosing what company to sign up with. Additionally, we were unable to locate any other survey 

conducting this investigation. We assume it has been investigated several times before by the 

mobile carriers themselves, but such findings must be assumed to be kept confidential by the 

company conducting it. Thus, the premises and prioritization by customers are left out, which we 

have sought to investigate with our questionnaire. An alternative to our approach could have been 

to contact Telenor, GreenSpeak’s partner, and inquire whether they had previously examined 

these factors and whether, in that case, they would offer us access to this research. We would 

most likely attempt this approach before developing a questionnaire if we were to write our thesis 

all over. 
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Questions asked 

The questionnaire allows us to empirically test whether or not there is an actual consumer demand 

for GreenSpeak’s way of operating. As noted by Henning Olsen, using questionnaires to shed light 

on and quantify key aspects of the research question is the main purpose of their application 

(Olsen 2006: 12). We therefore developed questions that, among other areas, focussed on the 

sentiment towards GreenSpeak’s profit donation, wage caps and founder’s agreement. 

Additionally, we developed questions that asked the respondee to list the features that they found 

to be most important when choosing a mobile carrier. Before publishing the questionnaire onto 

Facebook and sending it to possible respondents, we uploaded a short video that introduced both 

GreenSpeak and the questionnaire as well as the reason as to why we wanted respondents to 

participate. By doing so, respondents were aware of what their response would be used for and 

how it would be processed. This was done to give participants a clear understanding of the goal of 

the questionnaire. 

Characterization of the questions 

The questions asked in the questionnaire were mostly subjective in their nature. Olsen defines 

subjective questions as questions that look to uncover the subjective attitude of respondents 

towards a given phenomenon, which in our case was GreenSpeak and mobile carriers in general . 

Subjective questions can either be general or specific (Olsen 2006). General subjective questions 

ask about a general phenomenon such as global warming and asks the respondent about their 

attitude to the phenomenon. In our questionnaire, we also used general subjective questions. For 

instance, we asked respondents to choose which features of their mobile carrier was most 

important to them.  

 

Moving on, specific subjective questions serves the purpose of uncovering attitudes towards a 

concrete situation or case (Olsen 2006: 20). Since we wanted to uncover the attitude towards 

GreenSpeak as a case, we mostly used specific subjective questions. For instance, as appendix 3 

shows, four of the eleven questions asked the respondent to rate their attitude on a scale of 1-5 

towards areas of interest such as GreenSpeak’s profit donation and wage cap. By doing so, 

respondee’s personal opinion was brought into play. Background questions were also used to 

develop valuable data on the correlation between factors such as age and consumer demands. 

Olsen states that background questions are essential since they give the researcher the 

opportunity to uncover important correlations that can assist in understanding the phenomena in 

question (Ibid.: 21). Therefore, we developed three background questions that asked the 

respondent towards their gender, age and current mobile carrier. This gave us the opportunity to 
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look for connections between the background variables and respondents’ attitudes towards 

GreenSpeak and mobile carriers in general. It also offered insight as for example a question 

regarding age or gender was productive in assessing the representativeness of the respondents.  

 

The majority of the questions we developed were closed questions or partially closed, meaning 

that there only were a specified number of possible answers (Olsen 2006: 38). The partially closed 

questions had “other” as a possible answer. For instance, when asking the respondent to tick off 

the most important criteria for choosing a mobile carrier, we listed five likely criteria and the option 

to choose “other”. Using predominantly closed questions was deemed appropriate since the 

possible answers to the questions were quite finite. Using closed questions also made it easier to 

determine correlations between background questions and the rest of the questions since the 

number of possible answers was stated prior to the respondent’s completion of the questionnaire. 

With online questionnaires, it is also important to recognize that questions must be easily 

understandable. It is not possible to elaborate questions that the respondent has difficulties 

understanding (ibid.: 28). We were also aware of this and therefore developed questions that were 

both formulated in a simple manner and only included one question. Hence, we reduced the 

potential confusion that could arise from the respondent’s perspective.  

Outcome 

This section accounts for the most important insights from the questionnaire and discusses the 

representativeness of the questionnaire as well as the implications herefrom.  

 
Respondents  
 

The questionnaire had a total of 117 respondents.  
 

Gender  
 

64% of the respondents were women, 36% men. 
 

Age distribution  
 

52% were between the age of 26-34.  

4% were above the age of 61.  

The rest of the respondents were more or less evenly distributed in all other age intervals. 
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Current mobile carrier 
Every respondent was asked which mobile carrier they were currently subscribed with. 

Oister: 20% 

3: 17% 

Telmore: 12% 

TDC: 10% 

Telia: 9% 

Telenor: 8% 

GreenSpeak: 7% 

Other: 17%

 

Criteria when choosing mobile carrier 
Each respondent had to tick off their three most important criteria when choosing between mobile 

carriers. The percentage illustrates how many respondents ticked off the respective option as one 

of their three main criteria. 

 
 

1. “Price”: 95%  

2. “Network coverage”: 95%  

3. “Customer service”: 52%  

4. “What the company does to better society”: 29%  

5. “That the company is big and well known”: 18%  

 
 

Concerns about signing up with GreenSpeak 
 

The biggest concern about signing up with GreenSpeak was whether their network coverage 

matched the quality of their current mobile carrier. 76% of the respondents chose this as a 

concern. 

Representativeness 

Via the background questions we asked, it became evident that more than half of the respondents 

were approximately the same age as us. We were not surprised by this, however, since a 

questionnaire shared on Facebook in its nature is shared with our own direct network. By having 

our network as the basis of the respondents, the questionnaire is not ideally representative for the 

whole population of Denmark, but it can still paint a picture of the sentiment and demands of 

individuals whose age is similar to ours. The distribution of gender was also skewed towards 

women, which also has a slightly negative impact on the representativeness. 

 

The biggest issue with the representativeness in our questionnaire, however, we judge to be which 

mobile carrier our respondents are currently signed up with. In the field of respondents, we have 

the same amount of people signed up with Telenor as with GreenSpeak, meaning a ratio of 1:1 

between GreenSpeak and Telenor. Telenor approximately has 1.66 million customers in their 
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Danish mobile carrier division (Leonhard 2019). Thus, with GreenSpeak’s customer base being 

8.000, if the field of respondents should be representative, the ratio between respondents who 

should be customers in GreenSpeak in relation to Telenor should be 1:200 compared to the 

current 1:1. The radical skewness towards GreenSpeak customers as respondents of course pose 

issues with the representativeness of our questionnaire. 

Implications of representativeness 

Even though our questionnaire radically overrepresents current customers of GreenSpeak, we still 

observe a very clear opinion on price, network coverage and customer service as being the main 

focus areas for customers when choosing what mobile carrier to sign up with. This is a highly 

interesting finding. Assuming that customers in GreenSpeak care about the CSR-profile of 

companies in Denmark to a higher degree than non-customers, this non-representativeness 

actually serves as a solidifying element in the assessment of the top three criterias: If what the 

company does to better society must be assumed to be overrepresented in our questionnaire and 

it is still ‘only’ priority number four, it further strengthens our claim that the three absolute most 

important factors when choosing mobile carrier are price, network coverage and customer service.  

In short, while the overrepresentation of GreenSpeak customers poses problems to the 

representativeness of our questionnaire, we claim that this overrepresentation solidifies our 

conclusion that price, network coverage and customer service are the top three criterias from 

which customers choose mobile carrier. 

 

When developing our questionnaire, we also had to bear in mind the important fact that answers 

found in the questionnaire do not always necessarily reflect the true sentiment of the respondee. 

For instance, in our questionnaire, roughly 80% of respondents answered that they would be 

willing to pay 10 DKK more for their mobile carrier, if their mobile carrier donated their profits to 

charitable organisations. However, in reality, respondents may simply in practical settings choose 

the cheapest plan. This factor can also lead to less resolvable issues when analysing our 

questionnaire results.  

 

Having accounted for both our qualitative and quantitative empirical data, we now tie the knot by 

explaining how we have sought to combine these two different approaches. 
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5.6 Combining qualitative and quantitative methods 

In our thesis, we utilize both qualitative and quantitative methods of gathering empirical data. Our 

qualitative methods consist of semi-structured interviews with, among other parties, the founders of 

GreenSpeak and individuals that are knowledgeable within areas associated with the dynamics of 

social businesses. Additionally, our use of a questionnaire make up our quantitative method of 

gathering empirical data. By using both quantitative and qualitative methods, we looked to verify 

the data gathered from our qualitative interview. As mentioned by Brinkmann & Tanggaard, Benny 

Karpatschof states that the results of qualitative interviews become more reliable when they are 

verified via quantitative methods (Brinkmann & Tanggaard 2010: 427). For instance, our interview 

with Rasmus Pedersen from Sustania pointed to the fact that consumers were not willing to buy 

products just because the purchase would result in positive social or environmental change. To 

verify this finding, we asked the respondents in our questionnaire to disclose what they found to be 

the most important feature when selecting a mobile carrier. Additionally, we asked respondents for 

their opinion on the fact that GreenSpeak donate their profits to charitable organisations. By doing 

so, we used the data from one of our qualitative interviews and then used our questionnaire to 

check if it was verifiable by potential and existing customers. By verifying our findings from our 

interviews with those from our questionnaire, we strengthened the trustworthiness of these 

findings.   

5.7 Triangulating our empirical data 

By conducting these interviews and combining them with existing literature, GreenSpeak’s website, 

our questionnaire and with first-hand information from GreenSpeak, we have sought to triangulate 

our data to best answer our research question. Our several meetings with GreenSpeak offered 

deep insights into their value propositions and world view. The other interviews conducted offered 

different thoughts and ideas on specific aspects of GreenSpeak’s business model and how it may 

affect their commercial success. This is the reason for the high number of respondents from 

different areas in our research. Our case of GreenSpeak offers differentiation from classical social 

business ventures in several ways, and in order to reach a holistic and reliable understanding, we 

needed experts on every little aspect of what GreenSpeak does differently. 

  

Another aspect of the triangulation is the positioning from which each respondent has been 

interviewed. For example, there is a big difference between asking Stefan Sløk-Madsen from 

CEPOS about the degree of societal responsibility a Danish company must be led with as opposed 

to asking Asbjørn Nørgaard from CEVEA. Their underlying worldview differs vastly when it comes 
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to the motives of employees and general incentive structures in the marketplace. By having both a 

representative from CEPOS, a liberal and for-free-market think tank and CEVEA, a social oriented 

and for-equality think tank, we have allowed opposing voices to take part in the discussion. This 

again strengthens the triangulation of our data by not presenting one-sided findings or findings that 

are mainly based on our interpretation. 

5.8 Ensuring quality in our research 

As stated by Brinkmann & Tanggaard (2010: 489), the quality of qualitative studies is not as clearly 

assessed as measuring the quality of a piece of bread. While in theory anyone can create a loaf of 

bread of high quality without thinking given the right ingredients and a recipe and the right tools, 

qualitative studies cannot be presented with a linear recipe of how to solidify the quality hereof. 

Rather, according to Brinkmann & Tanggard, the quality of qualitative studies consists of the 

transparency with which the process and findings is accounted for and the general methodological 

considerations through the research. Yin (2015) also points out three factors which any case study 

researcher should highlight in their research process in order to ensure quality in a case study. 

This section explains how we have sought to implement both Brinkmann’s and Yin’s criterias for 

qualitative case study in our research of GreenSpeak.  

5.8.1 Transparency 

To maintain the transparency of the methodological reflections, we as researchers must create a 

sensation for the reader of being able to constantly look us over the shoulder and almost have a 

feeling of having been part of developing the interview guide, attending the interviews and so forth. 

One of the ways we have done this is by often implementing quotes directly from our interviews. 

By doing so, the reader can better evaluate our findings and we enable other researchers to try to 

imitate our study to compare results. The latter is especially important due to our declaration of the 

outcome of this thesis being an introductory attempt to discuss an area of social business models 

that has not before been assessed in academic literature.  

5.8.2 Credibility  

Yin (2015) comments on the quality of qualitative studies by pointing out three important factors 

when evaluating the credibility of case studies like ours: Trustworthiness, validity and reliability. 

Validity is mainly relevant to realist researchers. Therefore, we do not account for this aspect. This 

section will therefore expand on how our focus on trustworthiness and reliability have strengthened 

the credibility of our research. 
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Trustworthiness 

According to Yin, especially when working with a philosophical stance of relativism, inducing a 

sensation of trustworthiness is crucial to qualitative research. Trustworthiness regards the reader’s 

ability to trust that the field work research has actually been conducted in the way it is described. 

This was one of the reasons as to why all our interviews were recorded. It not only allowed us to 

be mentally present during the interviews instead of having to write everything down immediately. 

It also functions as direct proof that our interviews actually took place and our findings are not 

derived from a fictional idea thought up by us. This means that even though our approach is 

relativism and we acknowledge the importance of our interpretation of every interview, we offer the 

reader the opportunity to actually observe and interpret every interview for themselves by listening 

to the uploaded audio files. 

Reliability 

Reliability in case study research is about convincing the reader that data was collected and 

analysed in a consistent and fair manner. When conducting a research with a realist perspective, 

reliability is secured by offering rival explanations to your hypothesis. Like validity, this aspect is 

more relevant for those with a realist perspective, but Yin states that it is also relevant from a 

relativist point of view. Yin mentions the triangulation of empirical data as a way to strengthen 

reliability. Like we mentioned in the presentation of our interviews, we coded our interviews in 

different categories (e.g. discussing commercial growth GF insurance). By placing every 

respondent in an area of interest we were able to converge and compare the statements put 

forward by our respondents, thus creating a discussion forum with different opinions presented on 

the same subject, strengthening the reliability of our thesis.  

5.9 Choices of theoretical frameworks 

As we decide on which theoretical frameworks to use as the foundation of any type of research, it 

is crucial to bear in mind where the given frameworks excel, and where they come up short. The 

fact that a framework comes up short in some areas is not in itself negative. It is however important 

that we are aware of the limitations of the frameworks applied, since it speaks to what the research 

can reflect on effectively and what it cannot. In our case, the application of Michelini’s social 

business model framework and the SCALERS model are effective at uncovering some aspects, 

but ineffective at uncovering other aspects.  
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First and foremost, the use of Michelini’s social business model framework speaks predominantly 

to how GreenSpeak as an organisation delivers and captures value from its customers. By doing 

so, the framework focuses on the configuration of the organisation’s internal components that allow 

GreenSpeak to deliver and capture value. This means that the application of Michelini’s framework 

gives us the ability to concretely map out and identify how the various components individually and 

collectively play a role in delivering value to customers. This focus on the internal aspects of 

GreenSpeak also becomes evident with the application of the SCALERS framework. Even though 

a few of the SCALERS letters such as lobbying and alliance building refer to partially external 

factors, the majority of the framework revolves around internal organisational capabilities and 

assets. The decision to predominantly focus on the internal aspects of GreenSpeak as the source 

of value creation stems from two places. First, given the fact that GreenSpeak is a relatively young 

social business and therefore has limited resources, we deemed it prudent to focus on how they 

could optimally exploit the current resources that they possess. As stated above, the business 

model analysis allows us first to map the specific way in which GreenSpeak delivers and captures 

value. Then, the application of the SCALERS framework allows us to assess how the assets and 

capabilities of the organisation allows them to deliver and capture value. Finally, the SCALERS 

model also plays a central part in determining which resources and capabilities and resources that 

GreenSpeak lack to capture and deliver additional value and ultimately scale up and increase their 

customer base. 

 

Second, we decided to focus on the internal aspects of the organisation due to the nature of their 

business. Since GreenSpeak is a social business, we deemed it inappropriate to pursue an 

industry wide analysis of the mobile carrier industry, since the majority of the players are governed 

by different goals than GreenSpeak. In the industry, major mobile carriers are governed and 

motivated by maximising fiscal profits and not by maximizing positive social and environmental 

effects. This would essentially make an industry wide analysis unfruitful. However, by pursuing an 

internally focussed analysis, this thesis cannot speak to how industry wide characteristics affect 

GreenSpeak’s growth potential. If this was the goal of our thesis, it would have been sensible to 

utilize relevant theoretical frameworks.   

5.10 How the pandemic Covid-19 affected our research 

During our writing of this thesis, the pandemic Covid-19 broke out, to some degree affecting our 

research. This section will elaborate what effects it caused and how these effects pertain to the 

outcome of our research. 
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Digital interviews 

Due to the restrictions on physical meetings and the governmental advice on working from home, 

the situation in which we could perform the interviews altered. Before the pandemic broke out, we 

managed to conduct four interviews in person, namely with Forests of the World, Sustainia, The 

Economic Council of the Labour Movement and the first two meetings with GreenSpeak. The rest 

of the interviews took place virtually. Fortunately, none of our planned interviews were cancelled. 

We later discovered that many of our colleagues experienced cancellations for their thesis 

interviews, leaving them with no empirical data to work with. In this regard we were fortunate, even 

though we had to conduct the rest of our interviews over the phone or via Skype. 

 

Luckily, this made little difference, since we had minimal need for analysing the subjects’ body 

language, facial expressions and other dimensions relevant when discussing sensitive topics. It did 

however sometimes lead to difficulties in judging when to ask for elaborations and when to use 

pauses as a way to make room for further reflections on the respondent’s part (Brinkmann & 

Tanggard 2010: 42). This sometimes resulted in less fortunate interruptions from both our and the 

respondent’s part, making for interviews with a slightly less natural flow and conversation. This, 

however, is a small price to pay compared to some of our colleagues. In fact, Covid-19 made for a 

great introductory small talk with all respondents through the phone. Instead of talking about the 

weather or other trivial topics, we could ask how the daily life of our respondents was affected and 

if it had any impact on their job - which created an ideal bridge between small talk and the 

interview setting since we interviewed them by virtue of their job position. During most of 

interviews, at some point we transitioned from small talk to interview setting with the words: “Yeah, 

it’s something, isn’t it. But speaking of your job also leads us to why we are here…”. 

For these reasons we do not consider the interviews taking place over the phone as having any 

significant impact on our findings.  

Library access 

Something that might have had a slightly greater impact on our thesis was the shutdown of all 

libraries. It was a setback realizing we would have to write our entire thesis without a single book. 

We had already assembled a list of books we would acquire from both CBS’ library and the 

municipality library. When they suddenly shut down, we did manage to find some of the books on 

Den Blå Avis, which meant that we bought it in used condition from other people. However, for the 

majority of the list we had to find alternative, online sources. Naturally, we are unable to guess how 

our thesis had turned out had we had the books we wanted. We do however still assess the quality 

of our alternative sources as being high and satisfactory. 
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Writing together 

The biggest impact on the writing of our thesis has been something as mundane as where to 

physically situate ourselves while writing this thesis. Due to the Covid-19 effect on each of our 

better halves, we were not able to meet in any of our apartments. Complying with the 

governmental guidelines, all cafes, libraries, universities and general gathering places in 

Copenhagen were shut down, so it was difficult to meet at all. A couple of times we even went 40 

km to where one of our parents live to be for a day.  

 

We have studied together for five years and whenever possible, written every assignment together 

and have never before been forced to do it apart from each other. It was an interesting challenge. 

Of course, we had online meetings several times, but it simply does not offer an equally sufficient 

mode of cooperation as sitting physically together. Our assessment is that it has had a slight 

impact on our ability to write the whole thesis with the semantic flow and coherent common thread 

that we normally present. Covid-19 is of course no excuse to not make our thesis coherent, but 

retrospectively, we can see that the time perspective and circumstances in which we have written 

the thesis has affected the semantic outcome to a slight degree. Still, we do not think it has 

affected us to a critical degree where we would not judge our findings as being relevant and 

credible. 

5.11 Summary of methodology 

This section elaborated on our methodological considerations throughout our research of 

GreenSpeak. Our main consideration regarding our research has been that we are not claiming to 

have found any eternal truth as to why GreenSpeak has not attracted more customers during 

these five years. Rather, our stance of nearer relativism than realism allowed us to analyse 

subjective opinions from several different empirical sources in our search of creating qualified 

suggestions of why GreenSpeak have not acquired a larger customer base and how these barriers 

may be overcome. Concretely, our abductive approach is what results in this generation of 

suggestions and concepts instead of seeking an ultimate truth. This approach allowed us to have 

GreenSpeak as a specific phenomenon as the point of departure in our research. Also, by 

investigating GreenSpeak, we develop tentative suggestions and findings that can be further 

strengthened by future research in order to create important findings for future social 

entrepreneurs and create theoretical frameworks for future academic studying. 
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We assessed our case type to be of the extreme type, since we consider the implementation of 

idealism in the business model as being extreme, and paradigmatic, since GreenSpeak is part of a 

general movement in the Danish society where the number and variations of social businesses is 

growing. As our empirical data, we have mainly used expert interviews supplemented with a 

questionnaire uncovering the criteria from which individuals choose their mobile carrier. In the 

section explaining the triangulation of our empirical data, we argue that by including a large 

number of individuals with different backgrounds and different beliefs about the world as 

respondents to why GreenSpeak lacks customers, we are able to present multifaceted findings 

external to just our own interpretation. We have sought to make our research credible by creating a 

highly transparent envisioning of the complete process of our research, which together with 

transparency is what legitimates our approach and validates our findings. 

 

Lastly, we have touched upon the pandemic Covid-19, which broke out on a global scale amidst 

our research and how we assess this might have affected our research. Our conclusion is that the 

impact from Covid-19 has been minimal.  

 

In the next section of our thesis, we put forward the results of our analysis of GreenSpeak’s 

business model. Then in section 6.3 Analysis of the restrictions imposed by GreenSpeak’s 

idealism, we apply the SCALERS model to GreenSpeak growth issues. 
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6.0 Analysis 

6.1 Introduction 

Now, after having thoroughly described the case at hand, reviewed the prevalent literature related 

to conventional and social business models and expanded on the qualitative and quantitative 

methodological considerations associated with our thesis, we are ready to proceed with our 

analysis. As our research question states, the foremost goal of our thesis is to shed light on how 

GreenSpeak can ensure commercial growth. In order to answer this question, we must first assess 

the business model of Greenspeak and how they deliver and capture value from the customers. To 

do so, we start off by analysing GreenSpeak’s business model based on Michelini’s framework. 

After having identified exactly how GreenSpeak delivers and captures value for their customers 

and social causes, we transition into the next part of our analysis, where we utilize the SCALERS 

model to expand on how the concrete assets and resources that GreenSpeak posses may be 

limiting their potential for commercial growth. We start off by mapping GreenSpeak’s business 

model before moving on to our analysis based on the SCALERS model for a few reasons. By first 

mapping out GreenSpeak’s business model, we get a tangible understanding of exactly how the 

various areas of GreenSpeak come together to generate value for their customers and charitable 

organisations. However, their business model does not directly speak to how they can improve the 

utilization of their assets and resources to increase customer attraction. Therefore, we follow this 

section up with a SCALERS analysis of GreenSpeak’s assets and resources to determine which 

challenges they present GreenSpeak with and how they can alter them to increase customer 

attraction.  

6.2 Analysing GreenSpeak’s business model 

In order to shed light on how GreenSpeak delivers and captures value for their customers and 

social causes and  assess how GreenSpeak’s existing business model differs from the dominant 

literature on social business models, GreenSpeak’s concrete business model must first be 

accounted for. This will be the focus of this section of our thesis. In this section, the interviews with 

the three founders will also be brought into play to further underline the various components of 

GreenSpeak’s business model. By making GreenSpeak’s existing business model clear, the 

complete value creation process of GreenSpeak also becomes clear. By expanding on the 

complete value creation process of GreenSpeak, this lays the foundation of analyzing and 

discussing the elements of GreenSpeak’s business model and their business in general that 
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restrict their growth prospects. By clarifying the elements of GreenSpeak’s business model and 

thereby the process of creating and capturing value, we also open for the ability to further analyze 

the capabilities and assets that enable them to pursue this business model. Figure 3 is based on 

Michelini’s framework to analyse social business models and graphically illustrates our analysis of 

GreenSpeak’s business model. Each aspect is elaborated in this section. 

 
Figure 3: Graphical representation of GreenSpeak’s business model 
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6.2.1 The offer  

In this section, we look at the offer, market, governance, relationship, distribution, governance, 

ecosystem, economic profit equation, surplus and social value equation.  

 

GreenSpeak’s offer can be defined as providing its customers and potential customers with a 

phone plan at a low price point while simultaneously providing them with an opportunity to 

democratically decide which social or environmental cause should receive the majority of 

GreenSpeak’s fiscal profits. At the same time, GreenSpeak also offers its customers the 

opportunity to be part of a company that operates in a dramatically different way compared to other 

mobile carriers. GreenSpeak thus offers its customers a commercial product that apart from 

providing customers with affordable phone plans and the opportunity to donate GreenSpeak’s 

profits, they also offer customers with the opportunity to support a business conducted in a 

different way than other profit oriented companies. This gives customers the opportunity to express 

their sentiment towards traditional profit-maximizing operations by becoming a GreenSpeak 

customer. By doing so, the customers of GreenSpeak take part in a passive form of activism 

directed towards profit oriented companies. This desire to use GreenSpeak as a vehicle to do this 

was also underlined by GreenSpeak founder Mark Rasmussen, who stated that his earlier work as 

a salesman had made him aware of the unscrupulous focus on sales and profits. Having worked 

as a salesman, Mark Rasmussen disliked the fact that traditional sales did not focus on helping the 

customer, but instead it focussed on making as much money as possible. Mark Rasmussen 

recalled:  

 

“The motivation to be scrupulous exists very much in [traditional mobile carrier companies]. Some 

of my colleagues who did not have the consciousness that I had made a lot of money and were 

really good at sales. So was I, but I just didn’t want to do it. I did not want to sell people a bunch of 

stuff that they did not need… It’s a strange incentive structure. You get nothing for helping people 

with their problems. You did not make any money by helping people.” 

 

In this quote, it is clear that Mark Rasmussen was unhappy with the way in which his past 

experience with traditional sales was predominantly focussed on making money. Having worked in 

a sales environment like that, Mark Rasmussen was motivated to do things differently and build 

GreenSpeak into a company that offers its customers a product that allows them to positively affect 

society while at the same time giving them the opportunity to show their dislike towards profit-

maximizing companies.  
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6.2.2 Market 

Moving on to the market, which consists of market segment, relationship to customers and 

distribution, it again becomes clear that GreenSpeak is drastically different compared to its 

competitors. As of right now, the market segment that GreenSpeak wants to reach consists of 

individuals, mainly residing in Copenhagen, that possess the same beliefs as the founders. As 

GreenSpeak founder Mark Rasmussen pointed out in our first interview, their experience is that the 

majority of individuals that care about societal issues are located in Copenhagen. When we asked 

Mark Rasmussen why he thought this was the case, he noted “There are probably a lot of 

progressive people in Copenhagen, a lot of young people and a lot of people who care about the 

climate. I think that is the main thing”. The quote underlines the fact that GreenSpeak wants to 

attract customers that care about positively affecting the social, environmental and economical 

issues that the global society faces. GreenSpeak wants customers that applaud GreenSpeak’s 

rules of operating, their donation scheme and their general way of thinking. This also means that 

GreenSpeak is not targeting customers whose main priority is a cheap phone plan. This was also 

made clear by Anders Jensen, the main founder of the idea behind GreenSpeak:  

 

“We can’t compete when it comes to being the absolute cheapest. We don’t want to lure people in 

for the price. Instead we want customers that are on the same wavelength as us that Oister could 

never get.”  

 

The above quote points to the fact that GreenSpeak wants to attract customers that demand more 

than simply a cheap phone plan.  

 

This demand is also clear in the relationship between GreenSpeak and its customers. Since the 

vast majority of GreenSpeak’s customers share the same values as the founding team, the 

relationship between GreenSpeak and its customers is characterised by a large degree of sincerity 

and uniqueness. The way GreenSpeak attempts to be sincere to customers is by pledging to never 

try to sell additional products to existing customers. As Anders Jensen explained in the interview, 

there are no late fees, cold calling or other sales techniques within GreenSpeak. GreenSpeak also 

automatically upgrades customers’ phone plans free of charge if an improved plan becomes 

available at the same price as the previous phone plan. In addition to the sincerity with which the 

owners try to conduct GreenSpeak, the profit donation also serves as an enforcement mechanism 

to the relationship between GreenSpeak and their customers. Twice a year every customer 

receives a notification from GreenSpeak that they can now vote on which organization the 

customer wants to donate to. Not only does the actual profit donation increase the sincerity in the 
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relationship, it also manifests the sense of community between the customers which is highly 

unusual to find in a mobile carrier.  

 

GreenSpeak’s relationship with customers is also characterized by uniqueness since there are no 

internal guidelines as to how GreenSpeak employees should communicate with customers. There 

are no scripts that determine how the employees of GreenSpeak should interact with customers. 

Instead, GreenSpeak believes that each employee’s unique individual personality should shine 

through when interacting with customers. Therefore, customers can expect a different interaction 

from customer service depending on the employee that they reach. This atypical way of 

communicating is closely connected to the market segment that GreenSpeak targets. Since 

GreenSpeak targets customers that share their beliefs and vision, Anders Jensen points out that  

 

“[...] the customers who don’t like [personalised customer service], are just not customers that 

should be with us. They are not people that fit in. They would be annoyed every time they talk to 

us.”  

 

Moving on to the distribution channels that GreenSpeak utilizes to reach its customers, 

GreenSpeak uses popular social networks such as Facebook and Instagram as their main 

channels. Here, they keep their current and potential customers up to date on the current phone 

plans that GreenSpeak offer and general news regarding the company. Apart from using social 

networks as a channel, GreenSpeak also uses Youtube and podcasts to reach customers. They 

upload videos to Youtube where they, among other things, film themselves handing over donation 

checks to charitable organisations. This also enables GreenSpeak to confirm to its customers that 

the profit actually is directed towards the charitable organizations. GreenSpeak uses podcasts to 

interview other social entrepreneurs that share the same vision for a “better world”. By doing so, 

they also communicate their own beliefs and the selling points of GreenSpeak and create a sense 

of togetherness and communal feeling with other danish social entrepreneurs. Again, this works as 

a tool to communicate the value proposition that GreenSpeak offers. GreenSpeak also hosts 

events that are related to their overall mission and sustainability in general. Mark Rasmussen 

explains that by hosting such events, participants will hopefully become familiar with GreenSpeak 

and perhaps even sign up. Mark Rasmussen states that GrønKBH, which is the name of an annual 

sustainability fair hosted by GreenSpeak,  
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“[...] is a way to get the message across to a lot of people with the same mindset. They may not 

know GreenSpeak, but by going to GrønKBH, they will get to know GreenSpeak. The idea was 

that GrønKBH should be a selling point and a way of marketing for GreenSpeak.”   

 

By hosting GrønKBH, GreenSpeak hopes to get its message across and convince more potential 

customers of joining GreenSpeak. 

6.2.3 Governance 

Now, we examine the governance aspect of GreenSpeak’s business model. Similar to many other 

young and evolving companies, GreenSpeak’s governance is generally characterised by a laissez 

faire approach. However, the guiding principles of GreenSpeak act as the foundation of their 

governance. The founding principles are the rules that the founders have agreed upon and include 

the wage caps, founders agreement and their general vision of running a business responsibly. For 

instance, the founders agreement states that all founders have an equal amount of authority, so all 

the opinions of the founders are equally relevant. This also means that each of the three founders 

have the same leadership status and decision powers as the other founders. However, each of the 

founders are responsible for different areas. With that said, Anders Jensen also pointed out in a 

Facebook message subsequent to our interview that, even though the founders have distinct roles, 

they still assist each other in their various areas of responsibility. Anders Jensen is responsible for 

handling the day-to-day financial aspects such as paying bills and helping out with customer 

service. Mark Rasmussen is responsible for newsletters, text production and customer service. 

Lastly, Mads Rasmussen is responsible for GreenSpeak’s Graphic design needs, which include 

designing pictures, videos and the company’s website. Even though GreenSpeak is guided by the 

principles that they have set up from the beginning and the duties of the founders are to some 

degree split up, the corporate culture is still characterized by a laissez faire approach. For 

instance, Anders Jensen lives in Bornholm, whereas the rest of the company’s operations are in 

Copenhagen.  

6.2.4 Ecosystem 

Now, we take a look at GreenSpeak's ecosystem, which includes GreenSpeak’s value chain, 

competences and partner network. Michelini’s understanding of ecosystem is not to be understood 

as being taxonomically higher ranked than the rest of the areas. Instead, Michelini views 

ecosystem as being ranked equally compared to the rest of the areas. Therefore, Michelini’s 

ecosystem term is not to be misunderstood with the notion of ecosystems within the ecological 

theory of organizations theory and the likes. 
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In GreenSpeak’s value chain, the most important primary activities lies in sales and the 

communication with existing and potential customers. With regards to product development, which 

is also typically an important part of the value chain, Greenspeak does not have the freedom to 

develop their own products. They are forced to sell the phone plans that Telenor owned tele 

company CBB offers at the prices that CBB does. As stated by Mark Rasmussen, “We cannot go 

out and make our own phone plans with given content at a given price. We cannot make that 

decision ourselves. Telenor writes to us and explains that they are putting together new phone 

plans for CBB. You [GreenSpeak] also get them.” This quote underlines the fact that GreenSpeak 

is not currently able to add value to their product in the majority of the product development phase 

of the phone plans, since they are solely dependent on Telenor in this phase.  

 

Next, sales and customer service stand out as key parts of GreenSpeak’s value chain. Since 

GreenSpeak does not pursue cold calling or any other sales techniques, sales is here defined as 

the process of a customer completing a subscription via GreenSpeak’s online interface. At this 

step of the value chain, GreenSpeak has invested substantially in their online subscription 

interface, making it easier for customers to sign up for a phone plan. This was underlined by 

GreenSpeak co-owner Mark Rasmussen. In GreenSpeak’s beginning, their online interface was 

according to Mark Rasmussen complex, unintuitive and hard for customers to understand. 

Therefore, GreenSpeak invested heavily in developing an online interface that was easier to use 

and would hopefully result in more customers. This fact is especially relevant since GreenSpeak 

does not pursue marketing, sales or other similar tactics, thereby pointing to the fact that the 

majority of their sales comes from word of mouth. This means that GreenSpeak’s customer 

attraction is predominantly organic. Therefore, it is imperative that customers can easily sign up for 

a phone plan. In close relation to sales, customer service also stands out as a key activity in 

GreenSpeak’s value chain. As written earlier, GreenSpeak looks to incorporate the founders’ and 

employees’ unique personality in the customer service. This is also visible when a customer calls 

GreenSpeak’s customer service. When doing so, they are met with a voice message telling them 

that the director has time to talk to them now. Again, this is a highly atypical way of doing customer 

service and underlines the uniqueness of GreenSpeak’s customer service. According to Anders 

Jensen, GreenSpeak’s customer service is also characterized by a large degree of flexibility, 

meaning that they will always answer customer requests, even after business hours. Anders 

Jensen noted: 
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 “If you ask our customers, then we have ten times better customer service compared to others. 

We will pay for customers’ phone bills if they cannot and we do not have late fees. We answer 

Facebook messages from 8AM till 10PM seven days per week. We do customer service Christmas 

Eve and New Years Eve. Nobody has better customer service than we do.“   

 

As a report from the Danish telecommunications industry cooperation Tele Industri concluded in 

2019, the general consumer perception of the customer service in the Danish mobile carrier 

industry faces severe issues, where only 28% are of the opinion that the mobile carrier industry 

has a high quality of customer service, while 40% perceive it as acceptable and 20% find it 

severely poor (Teleindu 2019). Therefore, the outstanding customer service from GreenSpeak 

stands out as exceptionally superior to that of their competitors.  

 

Since GreenSpeak is a company that offers monthly subscription plans for its customers, sales 

and customer service stand out as crucial activities for the survival and future success of 

GreenSpeak. For GreenSpeak, sales is crucial to bringing in new customers. Customer service on 

the other hand is crucial when it comes to continually satisfying the needs of existing customers. 

This continual satisfaction is especially important since GreenSpeak’s phone plans are a monthly 

occurring product. This entails that customers are likely to need continuous assistance, in contrast 

to that of physical products, where the customer satisfaction is usually immediately fulfilled after 

purchasing. 

 

Now we examine the next area within GreenSpeak’s ecosystem, namely their competences. As 

stated in the case description, the three founders came into GreenSpeak with three different 

backgrounds and therefore three different sets of capabilities. This connects back to GreenSpeak’s 

governance model, where the responsibilities of the founders are largely determined by their 

background and their accompanying capabilities. For instance, Mads Rasmussen comes from a 

video production background and therefore has the responsibility of producing the video 

communicational content for GreenSpeak’s channels.  

 

The last aspect of GreenSpeak’s ecosystem is its partner network, which is especially prevalent in 

GreenSpeak. Their partner network can be split into two categories. The first category is made up 

of Telenor, which is undoubtedly an essential partner for GreenSpeak. The relationship with 

Telenor is a relationship built on legally binding agreements but also characterized by a large 

degree of flexibility. For instance, Mark Rasmussen noted that “Our original contract said that they 

expected us to have 10.000 customers within the first year.” However, even though GreenSpeak 
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did not have 10.000 customers after two years, there were no repercussions. With that said, 

Telenor still saw GreenSpeak as an innovative idea that could generate demand among 

customers. This was underlined by Mark Rasmussen, who stated that Telenor viewed GreenSpeak 

as having an interesting idea that could make a dent in the market. The second category of 

partners that are essential to GreenSpeak are the charitable organisations that GreenSpeak 

donate their profits to. In this category, there are no contractual obligations between the two 

parties. These relationships are characterized by a large degree of informality and trust given from 

and to GreenSpeak. The relationship is characterized by trust since GreenSpeak has no way of 

keeping tabs on what their donated profits actually are being used for by the charitable 

organisations. This was also pointed out by Mark Rasmussen, who talked about how GreenSpeak 

chooses the charitable organisations that they want to work with:  

 

”A lot of it has to do with gut feeling. Many of the new organisations that have joined us are driven 

by volunteers, so nobody gets wages. This means that they can give a lot more money to the 

things that matter.”  

 

The quote shows that Greenspeak prefers cooperating with charitable organisations that use as 

much money as possible on affecting positive social and environmental change. The charitable 

organisations also have to trust that GreenSpeak upholds their promises and actually donate their 

profits to them, when the time comes. Furthermore, since GreenSpeak includes the charitable 

organisations on their website, the organisations have to trust that GreenSpeak actually operates 

in the manner that they express. If not, this could potentially damage the credibility of the charitable 

organisations. This was underlined by John Glitfeldt from Forests of the World, which is one of the 

charitable organisations that GreenSpeak works with. John Glitfeldt noted during our interview that 

one of their most important assets is credibility and trustworthiness. Therefore, charitable 

organisations such as Forests of the World have to trust the companies that they cooperate with. 

6.2.5 Surplus 

Moving on to the financial components of GreenSpeak’s business model, we examine 

GreenSpeak’s handling of surplus, their economic profit equation and social value equation. 

Starting with surplus, GreenSpeak is operated as a no-loss, no-dividend company with slight 

alterations. As Yunus et al. (2010) state, a no-loss, no-dividend company is a company that does 

not pay out dividends to owners, but still gives them the opportunity to recover their initial 

investments. Yunus et al. also note that the company looks to recover all its costs and generate a 

revenue surplus. However, in the usual case, all the surplus is reinvested back into the company 
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(Yunus et al. 2010: 311). With GreenSpeak, the owners do not receive dividends and can only 

recover their initial investments, which is written in the founders agreement. In the founders 

agreement, it states that the founder can always sell his or her share of the company to an external 

investor at the same price that the founder acquired it for. By doing so, the founder recovers his or 

her initial investment. However, GreenSpeak does not reinvest the totality of their profits back into 

the company. Instead, they withhold the equivalent of three months total wages and donate the 

remaining profits to charitable organisations. For instance, in December 2019, GreenSpeak 

donated DKK 300.000 in total towards charitable organisations and withheld the equivalent of three 

months wages (Appendix 4). For GreenSpeak, the management of their revenue surplus is a 

crucial component of their business model since it is the donation of profits and therefore the 

management of revenue surplus that enables them to affect positive social and environmental 

changes via their partnerships with charitable organisations. As co-owner of GreenSpeak Anders 

Jensen also pointed out, having idealistic principles such as the founders agreement and wage 

caps sends a signal to customers that GreenSpeak maintains low administrative costs and can 

thereby be trusted to do everything they can to donate as much as possible. In our interview with 

him, he noted that the wage cap signals that “[the customer] can trust us to keep administrative 

costs low, so as much as possible is donated to charities.” This development of trust is integral to 

GreenSpeak’s modus operandi, since it is the factor that gives GreenSpeak’s customers ease of 

mind and thereby ensures them that GreenSpeak actually donates their profits to charitable 

organisations.  

6.2.6 Costs structure and revenue model 

We now turn our attention to GreenSpeak’s costs structure and revenue model, which together 

make up their economic profit equation. GreenSpeak’s costs structure is generally characterized 

by a mix of cost-driven and value-driven. This means that there are some areas in which 

GreenSpeak prioritizes pursuing the option with the lowest cost, whereas there are other areas 

where GreenSpeak prioritizes providing the customer with as much value as possible, regardless 

of the costs. Starting with their value-driven costs, which is the case with customer service, 

GreenSpeak spares no expenses and devotes the majority of their resources towards providing 

their customers with superior customer service. On the other hand, GreenSpeak as a business 

also has a cost-driven element since they spend virtually no money on marketing, public relations 

and sales. Additionally, GreenSpeak operates out of a shared office, thereby minimizing the fixed 

costs associated with renting an office space just for themselves. The cost-driven side of 

GreenSpeak ties back to their determination to operate in a different manner compared to other 

corporations, meaning that they cut costs they deem as unnecessary or greedy for the company.  
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For instance, Anders Jensen pointed out that factors such as high CEO wages are not the best 

option for the customer and ultimately lead to higher prices. This was underlined by Anders Jensen 

when asked on how they would operate if they got large enough to operate their own network and 

thereby not be dependent upon Telenor. According to Anders Jensen, this wish to operate a 

network by themselves has always been a long-term goal for GreenSpeak. Anders Jensen stated 

that in that case “[GreenSpeak] could get rid of director wages and marketing expenses”. Again 

this, underlines GreenSpeak’s focus of making some areas as low cost as possible. Here, 

GreenSpeak’s aim is to provide customers with prices that are as low as possible while at the 

same time providing them with excellent customer service and the opportunity to affect positive 

change via their subscription.  

 

By pursuing a subscription based revenue model, GreenSpeak generates revenue via the 

subscribers’ monthly prepayment towards their agreed upon phone plan. As written earlier in 2.0 

Case description, GreenSpeak offers a broad range of phone plans at a low price point towards 

customers that share the same beliefs as GreenSpeak. Their phone plans are sold exclusively via 

their own website, meaning that this is where virtually all their revenue is generated, which was 

6.348.921 DKK in 2019 (GreenSpeak 2019). In the same year, they generated a profit of 268.233 

DKK after taxes. Again, the fact that GreenSpeak generates the vast majority of their revenue via 

their website underlines the fact that it is crucial that their website is intuitive and easy to navigate. 

Since they have no other points of sale, having an unintuitive website would undoubtedly result in 

lost revenue.  

 

Having expanded on GreenSpeak’s cost structure and revenue model, it becomes clear that 

GreenSpeak looks to minimize all costs that are not directly related to the customers’ experience of 

their product. GreenSpeak’s rationale is here that by lowering costs that are not directly associated 

with the customer experience, GreenSpeak can donate more money to charitable organisations 

and ultimately maximize their positive effect on societal issues.  

6.2.7 Social Value Equation 

The last component of Michelini’s framework is the social value equation. In the case of 

GreenSpeak, social and environmental value is generated indirectly. It is not GreenSpeak 

themselves that actively pursue projects to positively affect social and environmental issues. In 

other words, GreenSpeak are not themselves present in areas and situations in need. Instead, it is 

via their partner network of charitable organisations that GreenSpeak generates social and 

environmental benefits. Additionally, as stated by Lena Olaison, the charitable organisations that 
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GreenSpeak cooperate with are not directly related to GreenSpeak’s industry. GreenSpeak are not 

donating their profits towards causes such as minimizing electronic waste, which would be closely 

related to GreenSpeak’s industry. In GreenSpeak’s case, they indirectly generate environmental 

benefits for the rainforests of Honduras by donating a portion of their profits to Forests Of The 

World, who then carry out concrete projects in Honduras. Outsourcing the actual implementation of 

the ultimate social value in this way poses both risks and benefits. Relying on external partners to 

affect positive change entails that it can be virtually impossible for GreenSpeak to know what their 

donation is used for. Again, this underlines the importance of having a trusting relationship with the 

charitable organisations. Consequently, this could mean that a given charitable organisation used 

their donation from GreenSpeak to cover administrative costs or wages, instead of putting them to 

actual use. If it turns out that these charitable organisations are not using the donations to affect 

positive change, it could also create distrust from GreenSpeak’s customers towards GreenSpeak, 

since this would paint a picture of GreenSpeak as not living up to their principles. The importance 

of trust is also evident in the relationship between GreenSpeak and its customers. As written in 

6.2.2 Market of their business model, GreenSpeak aims to maintain a relationship to their 

customers that is based on uniqueness and sincerity. Therefore, GreenSpeak’s ability to donate 

profits and create social change is greatly dependent on their relationship with their customers, 

which ultimately creates trust between the two parties. 

 

Another downside to the profit donation feature lies in the fact that GreenSpeak must implicitly 

generate a profit to affect concrete positive change. In the case of other social entrepreneurs 

where their business revolves around direct social change, they do not require profits to affect 

change. For instance, former mentioned Specialisterne Denmark directly hire individuals with 

disabilities, thereby directly affecting social change. However, this is not the case with 

GreenSpeak. Additionally, the fact that GreenSpeak donates their profits towards charitable 

organisations means that it is difficult for them to attract investors, since they typically require 

economic returns from their investment. This was underlined by GreenSpeak founder Mark 

Rasmussen, who explained that they had conversed with potential investors. However, it quickly 

became clear that the potential investors wanted economic returns and were not interested in 

affecting positive social and environmental change exclusively. Therefore, it did not make sense 

for the investors to be a part of GreenSpeak. Even though there are risks associated with 

GreenSpeak’s method of creating positive social and environmental change, there are also 

benefits connected to it. For instance, GreenSpeak does not have to spend neither material or 

immaterial resources in developing projects that create positive change. Instead, they can focus all 
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their efforts on selling phone plans and generating a profit that ultimately goes to making the world 

a better place.  

6.2.8 Synergistic relations in GreenSpeak’s business model 

Now, GreenSpeak’s business model has been accounted for by applying Michelini’s framework for 

analysing business models. It is interesting to note that the various components of the business 

model complement each other to ultimately deliver GreenSpeak’s offer, otherwise known as value 

proposition. For instance, GreenSpeak’s handling of surplus is tightly knit with its offer since the 

fact that GreenSpeak donates the majority of its surplus towards charitable organisations is what 

enables GreenSpeak to provide customers the opportunity to indirectly affect positive change 

towards societal issues. Also, as in 6.2.2 Market, GreenSpeak’s customer relationship which is 

characterized by uniqueness and sincerity plays an integral part in building a trusting relationship 

with its customers, ultimately reassuring them of the fact that GreenSpeak actually donate their 

profits to charitable organisations. Concretely, this is seen in their excellent customer service, 

where the founders of GreenSpeak go out of their way to please their customers by paying their 

phone bills and always being available to assist customers in need. Here, their efforts regarding 

customer service has resulted in a Trustpilot score of 4.8. Their immense focus on maximizing the 

customer service experience is also connected to their cost structures within their economic profit 

equation, where no expenses are spared when it comes to customer service. This immense focus 

on customer service and customer relations also ties back to their revenue model, which is 

subscription based. Since GreenSpeak generates revenue by having customers that are monthly 

subscribers and thereby relatively long-term customers, excellent customer service plays an 

integral role in withholding these customers, thereby preventing them from joining a competitive 

mobile carrier. 

 

However, there are also areas within GreenSpeak’s current business model that do not 

complement each other to the same degree. For instance, GreenSpeak’s current market segment 

which is defined as mainly younger individuals residing in Copenhagen makes it difficult for them to 

maximize their profit donations towards charitable organisations. This is further underlined by 

GreenSpeak’s channels, which are exclusively based on informing existing and potential 

customers about GreenSpeak’s profit donation and not as much about their prices or coverage, 

thereby not attracting “regular” customers.  
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6.2.9 Summary 

GreenSpeak’s business model is unique. Instead of focussing on generating social value directly, 

GreenSpeak generates social value by generating fiscal profits that are donated to charitable 

organisations. By doing so, their generation of social value becomes indirect. The generation of 

social value is achieved by, among other things, maintaining a relationship with existing and 

potential customers characterized by sincerity and uniqueness. To generate social value, 

GreenSpeak’s economic profit equation consists of value-driven and cost-driven costs in order to 

on the one hand maintain low costs in some areas and deliver above-average value in other areas 

such as customer service. However, there are other areas such as their current market segment 

that prevents them from reaching “regular” customers. The effects of this and possible solutions to 

this issue will be further elaborated in the discussion of our thesis. After having mapped out 

GreenSpeak’s business model, we now move on to an analysis of GreenSpeak’s self imposed 

restrictions based on the SCALERS model. We also use the SCALERS model to analyze the 

general assets and capabilities of GreenSpeak. Where we used Michelini’s business model 

framework to map out GreenSpeak’s business model and how the areas of their business model 

complement each other to generate the company’s value proposition, we now use the SCALERS 

model. By using the SCALERS model, we go one step further. Instead of simply mapping out how 

GreenSpeak generates value, the SCALERS model allows us to closer examine the concrete 

assets and capabilities that give GreenSpeak the opportunity to create said value. Additionally, the 

SCALERS model also allows us to examine and understand which assets and capabilities 

GreenSpeak may be lacking to attract more customers and thereby scale their business. 

6.3 Analysis of the restrictions imposed by GreenSpeak’s idealism  

This section of the analysis outlines how GreenSpeak’s growth potential might be affected by their 

structural setup, assets, resources and idealistic principles. We do so by implementing the 

SCALERS model by Bloom and Chatterji (2009) as introduced in the theoretical foundations 

section of our thesis. Before doing so, a short summary of the model will be presented. Each letter 

in SCALERS represents intertwined aspects of the given business’ assets and capabilities. The 

seven areas are Staffing, Communicating, Alliance Building, Lobbying, Earnings Generation, 

Replicating and Stimulating Market Forces. Intertwined refers to the fact that focusing on one of 

the aspects is likely to have an impact on several other of the impacts. For example, an intensified 

focus on Communicating might have an effect on both Staffing and on Alliance Building and so 

forth. 
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Having summarized the theory, we now apply the model to GreenSpeak. By doing so, we are able 

to zoom in on the facets of GreenSpeak’s assets and capabilities that act as a foundation for their 

business model, which will be helpful in our mission of exploring their lack of customer attraction. 

6.3.1 Staffing 

This aspect focuses on the ability to recruit, retain, train, appraise and inspire employees. We want 

to include as a preliminary premise for this section, that the founder Anders Jensen from 

GreenSpeak expressed satisfaction with their wage cap, since 30.000 DKK per month is actually 

more than what customer service agents can achieve in competing companies. While concurring 

to this, we will in this analysis mainly focus on the attraction of management talents and sales 

talents, which are crucial elements for a business planning to scale up, since sales constitutes a 

direct way of attracting customers and since management talent is crucial in order to create a 

healthy and well driven company. 

 

Including the owners, there are currently five people situated in GreenSpeak’s office. Up until now, 

most recruitings were done in the personal network of the owners, meaning that they have not yet 

recruited from external networks. As mentioned by Bloom and Chatterji, however, it is crucial for a 

social business to be able to implement external recruiting in order to find talents that are able to 

plan and fulfill the strategies for scaling up. Especially non-profit entities have presented research 

cases demonstrating the inability to attract and retain competent managers. Tierney (2009) 

illustrated some of these cases and proposed some of the reasons being that non-profit entities 

failed to offer attractive positions that are synchronized with the career opportunities in the general 

market. Seen in that light, even though a talented manager is eager to deploy her talent in a 

company with a purpose, the purpose itself is seldom enough reward in itself. In fact, it might be 

perceived as a severe step down the career ladder and in some cases even damaging the 

prospect of career opportunities in the future. This is especially relevant when discussing the wage 

cap of GreenSpeak. By setting a fiscal limit for all employees which evidently is far below market 

levels, GreenSpeak faces major obstacles in attracting qualified employees, especially when it 

comes to managers. When inquiring on the wage strategy of GF Insurance, Maiken Luvin 

answered that their salaries matched the general market level in the insurance industry, and in 

some positions even outperformed market levels. Especially their sales team are awarded with 

bonus structures that outperform bonus structures in other insurance companies. When asked for 

her opinion on where GF would have been today if they had implemented a wage cap of 40.000 

DKK per month, she stated that GF had been nowhere near the size they are today. During her 8 

years as head of the Copenhagen department of GF, she has only had one single resignation in 
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her team of 17 employees, indicating an extremely high employee satisfaction. She stated that the 

idealistic vision of GF was of high importance to her employees, but that it does not weigh enough 

to compensate for a wage in the level of 30-40.000 DKK. 

 

Although in different terms, the conclusions from both Stefan Sløk-Madsen (CEPOS) and Lars 

Andersen (The Economic Council of the Labour Movement (TECLM)) were quite similar to that of 

Maiken Luvin’s from GF. Lars Andersen, CEO in TECLM, assesses GreenSpeak as a niche 

company which will not be able to scale up their business if they do not offer competitive salaries. 

As an expert on the labour force in Denmark, he judges that very few people will accept the wage 

cap in order to work for a company with a social business model. Presenting what we thought was 

quite a humorous analogy, he stated that GreenSpeak, if sticking to their wage policies, will end up 

with the same constellation of employees as SKAT (the Danish tax administrative jurisdiction) - 

namely, the red and the dumb. The red being the few employees who work at SKAT because of 

their passion for the values that SKAT represents - community, access to free hospital care, 

general welfare etc. - and the dumb being the ones who could not manage to find anyone else who 

wanted to hire them. While being an exaggerated analogy, the credibility behind lies in the premise 

that idealistic business principles in themselves only attract a minority of management talents. The 

majority of management employees need additional motivation, such as wages, bonuses, career 

opportunities and so forth.  

 

Stefan Sløk-Madsen from CEPOS expressed concerns about the wage cap as potentially harmful 

to the self esteem of talented employees and managers when limiting their wage to 30.000 DKK 

per month. He also mentioned an issue regarding the wage cap that GreenSpeak in the future 

risks paying two averagely talented employees 30.000 DKK per month to do the work one talented 

employee could perform for 45.000 DKK per month. Seen from his perspective, then, the wage 

cap, while sending what GreenSpeak perceive as an idealistic message, might in fact contribute to 

mitigating the final degree of their social impact. Should this become a reality, GreenSpeak will 

have matter-of-factly decreased their social impact on the cost of idealistic principles, indicating a 

paradox in their business model and strategic vision. Similarly, and converging with the statements 

from GF Insurance, Stefan Sløk-Madsen from CEPOS noted that if a potential employee would 

have the abilities to raise GreenSpeak’s revenue by just 1%, the final amount of donations given to 

charities would exceed the additional cost of hiring the person even though he was paid more than 

30.000 DKK per month. Not taking this line of thought into consideration adds another dimension 

to the indication of a paradox in GreenSpeak’s vision of donating the most money to charity in the 

fastest possible way. 
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Thereby, Stefan Sløk-Madsen claims that the way GreenSpeak conducts business actually does 

not align with their vision. Rather, he claims that the most important motivation for the founders of 

GreenSpeak is not to donate the maximum amount of money, but to conduct a niche business in a 

specific way. The difference lies in the order of priority. In Stefan’s eyes, the wage cap actually 

severely reduces the amount of money GreenSpeak is able to donate, and is rather present 

because the founders of GreenSpeak are of the opinion that a business should be conducted in a 

certain way, somehow disregarding the realistic effects hereof. This finding is highly interesting and 

will be further investigated in the discussion.  

6.3.2 Communicating 

Communicating revolves around the ability to communicate the purpose, selling points and 

advantages of GreenSpeak to both existing customers, new customers, potential employees and 

the network in which they are embedded. As stated by Bloom & Chatterji (2009): 

 

“If you build it, people will not necessarily come, unless they are clearly informed, frequently 

reminded, and convincingly persuaded that what the organization is doing has value to them.”  

(p.118) 

 

This seems to perfectly describe a potential influencing force on the lack of customer attraction for 

GreenSpeak. GreenSpeak has definitely built a high quality and budget friendly product, but the 

potential customer base has not yet been persuaded. This converges with our interview with 

Rasmus Schjødt Pedersen, director of Sustainia. During the interview, he stated that as a social 

business “[...] you have to be able to communicate the core values of the company and have the 

facts behind readily available at all times” . He points out that companies never have more than a 

small glimpse of time to catch the attention of potential customers. From his experience, if 

GreenSpeak attempts to communicate every little aspect of their business setup in the short time 

people are attentive, people quickly lose interest in the company due to the perceived complexity. 

Thus, convincing the customer mainly about the quality of the product itself along with a highly 

condensed idealistic message is what Rasmus Schjødt Pedersen thinks proves much more 

efficient than focusing almost entirely on communicating the idealistic principles with which the 

social business is operated. In the quote, he also states that the facts behind their core value 

should be readily available for those who ask for it.  
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Rasmus Schjødt Pedersen mentioned as a positive aspect the communication of governance 

transparency found in GreenSpeak. For those customers who want additional information about 

GreenSpeak, there is substantially more information on their web page about how the business is 

set up, conducted and the principles by which they operate compared to other companies. This 

adds a layer of credibility and trustworthiness to the image of GreenSpeak. 

 

Rasmus Gade, head of press from GF Insurance’s headquarter mentioned in our interview 

something we had not thought of before that actually strengthened the comparability of GF 

Insurance and GreenSpeak. He referred to the “sexiness” of their product, stating that “no married 

couple lies in bed at night saying ‘honey, let’s discuss whether we are satisfied with our insurance 

company’”, indicating that insurance products are characterized as being low-interest and as 

something people don’t spend unnecessary time on. For this reason he claims that advertising and 

focussed communication has been crucial in their mission to expand their business. As an 

example of this, GF Insurance have among other initiatives used television advertisements to raise 

awareness among potential customers. 

 

One of the similarities between insurance and cell phone plans is the characterization of low-

interest. Cell phone plans are for the majority of people not something associated with high interest 

or something you want to spend time on regularly. Rather, it is a product which the quality hereof 

can best be assessed by how few times the customer is reminded of it - whether it be lack of 

network coverage, lack of data etc. For this reason it can be argued that GreenSpeak could profit 

from implementing a more aggressive approach to communication and advertising to create that 

last incentive needed for potential customers to take the final step. This will be elaborated in the 

7.0 Discussion section of our thesis. 

 

Expanding on the understanding of the culture and audience needs, Bloom & Chatterji (2009) state 

that the answer to customer inertia lies in investing heavy amounts of time and possibly money in 

customer research. Too many social entrepreneurs rely on their own intuition on how to spread 

their message to potential customers. Rather, it should be steered and formulated by intensive 

research of existing customers’ demands, the market and the competitors. Even conducting a 

small survey might heavily influence GreenSpeak’s knowledge of what messages are the most 

important to convey to customers. This will also be elaborated in the 7.0 Discussion section of our 

thesis. 
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Both our respondents from GF Insurance - Rasmus Gade from GF Insurance’s headquarter and 

Maiken Luvin from GF Insurance Copenhagen Department - assigned external acknowledgments 

and seals of approval as having a considerable significance on the ability to attract customers. A 

seal of approval was for example winning the Danish award for best insurance products at the best 

prices from independent consumer council Forbrugerrådet Tænk in December 2019. This award 

had a significant positive effect on the rate at which people signed up with GF Insurance. 

Correspondingly, when we brought these findings to GreenSpeak and asked them about their 

strategy of how to obtain external seals of approval (Forbrugerrådet Tænk also awards best mobile 

carrier), they had not thought of that, indicating a missed opportunity hitherto.  

 

During our interview, Mark Rasmussen from GreenSpeak expressed frustrations with the inability 

to persuade any news media to cover their business in news articles, which would help spread the 

knowledge about GreenSpeak’s existence. However, a friend of theirs was covered in all news 

media when he launched a for-profit company with the purpose of selling train tickets in order to 

minimize the amount of CO2 emissions from flights. While being nowhere near as socially oriented 

as GreenSpeak, it seems that his purpose was better communicated and easier to explain than 

what GreenSpeak presents. This underlines how important communicating is and how 

GreenSpeak could be inspired to alter their communication strategy. 

6.3.3 Alliance building 

A crucial element in this thesis is Alliance Building. Bloom & Chatterji (2009) highlight it as being 

the comprehension of how much stronger social entrepreneurs position themselves by building 

alliances. An alliance can be business partnerships, joint ventures or other general linkages. As 

mentioned in the text, “[...] successful social entrepreneurs are masters at mobilizing alliances of 

groups and individuals to all work together for a cause” (ibid.: 119). This requires not only attracting 

customers, but also to incentivize a movement with a common cause by including external 

partners in the equation.  

 

In their current situation, GreenSpeak has no commercial partnerships. Later in this section, we will 

elaborate on GreenSpeak’s reasoning behind this. Supplementary to the above quote, when 

interviewing Rasmus Gade from GF Insurance, he mentioned partnerships as having a crucial 

impact on their attraction of customers. GF Insurance has forged partnerships with several other 

companies and organizations as part of their goal of reaching out to potential customers. Some of 

the examples he mentioned were Jyske Bank, Matas and BroBizz (Danish ferry and bridge 

payment automatization service). Especially the hit rate in their partnership with Matas was a 
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surprise to Rasmus and his colleagues. First and foremost, Rasmus stated, Matas does not 

intuitively make for an obvious partner to GF. However, GF utilized the point system awarded by 

Matas when customers buy products in their stores. These points can in turn be used to obtain 

price reductions on other products from Matas. On top of a provision fee for Matas for every new 

customer, GF offered to pay an additional amount of points (equivalent to DKK 220,-) awarded to 

customers who, along with buying a product, signed up for GF Insurance. This way, customers 

were able to gather even more points than otherwise (saving money on future purchases in 

Matas), while simultaneously shifting their insurances to an idealistic and often even cheaper 

company than what they already had. Free of charge, Matas gained additional product sales since 

these points could only be used in Matas, and GF Forsikring acquired new customers without 

direct sales. 

 

By setting up a partnership this way, GF Insurance heightened what Rasmus informally again 

called the “sexiness” of their product. Insurance in itself can be quite boring and cumbersome to 

handle for private consumers, but by adding a further incentive with a more interesting character, 

results were immediately achieved - at more or less the same cost as having a sales team doing 

outreach sales. To GF insurance, this setup was then a solution to the problem mentioned in the 

above section about insurance being a low-interest area. It overcomes the obstacle of people not 

having the interest in investigating the insurance market isolated. This example highlights that 

partnerships do not even have to have common goals in order to be a commercial success. 

Rather, it takes intelligent research to find incentives in the market which are exploitable by 

companies like GreenSpeak.   

 

Rasmus Gade informed us that GF Insurance’s partnership with Jyske Bank has also had positive 

effects on the attraction of customers for GF Insurance. This partnership is more aligned when 

speaking of common interests and has the characters of a traditional partnership. One of the key 

values to GF Forsikring is the locally rooted departments available to customers through the entire 

country of Denmark - from the most southern regions with few citizens per square kilometer to the 

most northern region. Thus, GF has approximately 40 departments covering the entire country. 

Rasmus Gade acknowledges the additional cost of running this amount of departments in 

comparison to having just one headquarter, but the nearness to every customer is crucial to them. 

This is also the philosophy of Jyske Bank, who also covers Denmark with many more affiliates 

than their competitors in order to be locally rooted. GF Insurance offers discounted insurance 

policies to the customers of Jyske Bank. The benefits for Jyske Bank are two-fold. First, when 

customers depend on their bank in order to keep their insurance price, chances are low that they 
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will shift their banking services to another bank, since they would then have to also change 

insurance company. Second, GF exploited the fact that other banks often already have a 

partnership with other insurance companies. So, if a customer in Jyske Bank places her 

insurances in other companies than GF, chances are high that these insurance companies will 

advise her to convert to their respective bank partner, resulting in a loss of customers for Jyske 

Bank.  

 

These are examples of how GF Insurance attracts customers via partnerships. According to 

Rasmus Gade, partnerships are a crucial fact to the overall sales. It seems that GreenSpeak is 

missing out on a vast potential by eliminating the pursuit of this strategy. After having interviewed 

Rasmus Gade from GF, we presented these mentioned strategic partnerships of GF to Anders 

Jensen, co-owner and founder of GreenSpeak.  

 

When asked about his experience with partnerships, it seems that Greenspeak’s efforts have been 

minimal. Some time ago, they tried reaching out to different Danish labour unions with the idea of 

initializing a partnership. The response was positive and the unions came up with the idea that 

they would promote GreenSpeak to their members if they could gain a discount on the cell phone 

plans from GreenSpeak. However, GreenSpeak turned this offer down due to an idealistic vision 

that every customer in GreenSpeak pays the same amount for their plan. Anders stated “it is like 

our equal salaries. Everybody earns the same, everybody pays the same”, continuing later on: 

“People need to opt in because they want to make the world a better place”, indicating that the 

customer’s idealistic visions should be the only incentive for signing up without concerns for price 

or quality of the product itself. This, however, presents a crucial obstacle in the search for 

partnerships. By demanding from potential partners that the partnership solely relies on the other 

part giving and GreenSpeak receiving, the only potential co-operations available for GreenSpeak 

would be a partner with the same idealistic standards as GreenSpeak themselves - automatically 

limiting the chances of finding potential partners to a very low level.  

 

One of the reasons why Anders Jensen believes that price should not be a selling point lies also in 

how GreenSpeak perceives the behavior of mobile carrier customers. Anders Jensen stated that 

GreenSpeak breaks even on every new customer after three months. It will result in a loss on that 

specific customer if she leaves GreenSpeak before then. Therefore, his reasoning is that a 

customer that is acquired from a discount will then in turn also accept the next offer of a discount 

from any competing company.  
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We again presented this view to GF and asked them to share their experiences on this matter. 

Maiken Luvin from GF Insurance Copenhagen department shared with us that their turnover on 

customers leaving GF was way below that of their competitors. She stated that since insurance is 

a low-interest area, once a customer has been convinced about the product and then even the 

idealistic visions of the provider, loyalty is strengthened, making it even harder for competitors to 

persuade them to shift again. Actually, she stated that she had often encountered customers who 

were thankful for the sales person offering them the insurance products, expressing that the only 

reason they had not signed up yet was laziness and the inertia, which we have mentioned in the 

section above. Now, the customers of GF were able to sign up and even with a small discount, 

giving them the last gentle push needed to get it done. 

 

This finding points towards an important potential weakness in customer attraction for 

GreenSpeak. Anders Jensen told us that he was of the impression that several hundreds of 

thousands (he mentioned 400.000 as an estimate) were aware of the existence of GreenSpeak, 

whereas only 8.000 had already signed up. This estimate naturally is not a reflection of the 

potential customer base, since not everybody would sign up with GreenSpeak. However, it is hard 

to believe that there is not a portion of these people who would appreciate a helping hand from 

GreenSpeak to become customers, e.g. by being contacted by them like in the case of GF. It might 

even not be necessary to offer a discount, even though it could prove even further successful. With 

cell phone plans being a low-interest area like insurance, our impression from the conversation 

with GF is that a gentle push can work small miracles in the attraction of customers. With 

GreenSpeak’s idealistic principles of not wanting to offer a commercial partner anything in return, it 

then seems like they are in this matter also missing out on potential customers.   

 

Like Stefan Sløk-Madsen indicated, once again, the question arises whether GreenSpeak’s 

business model, principles and courses of action actually guide them towards their vision of 

donating as much money as fast as possible or whether it to a higher degree reflects a certain way 

of wanting to conduct a business for their own personal sake.  

6.3.4 Lobbying 

Lobbying revolves around influencing governmental regulations in favor of the social business. For 

example, an electric car company could seek to influence the government to add additional taxes 

and fees on purchases of gasoline cars, aligning the consumer preferences with their business 

model.  
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The aspect of lobbying in the case of GreenSpeak is not relevant to any extended degree. 

Lobbying requires a certain size to make an impactful influence on regulators, and with a customer 

base of 8.000, GreenSpeak may find it difficult at their current size to have an impact at all. 

Lobbying proves more crucial when GreenSpeak has succeeded at establishing a well scaled 

business with a notable customer base.  

 

6.3.5 Earnings generation 

Earnings generation is, simply put, the ability for social entrepreneurs to create sustained 

economic surplus by managing expenses according to the revenue. While always being relevant to 

both social as well as any other business, this aspect is again not highly relevant to apply on 

GreenSpeak in their current situation. GreenSpeak has a fairly inflexible expense setup. Due to the 

contract between Telenor and GreenSpeak, 80% of their revenue goes to Telenor. This is their 

variable cost, which in its nature will never exceed their income. There are very few other variable 

costs in their business model. The only other expenses they have is their overhead costs, 

consisting of the rent of the small office in which they are situated, electricity, wages for the 

employees as well as the owners and the computers from where they work. On the other hand, 

their income is subscription-based, meaning that they with a high confidence rate are able to 

predict the income every following month. Their current amount of customers would have to 

decrease to a severely critical point, should these overhead expenses exceed the given revenue. 

6.3.6 Replicating 

Replicating is an aspect of the SCALERS model which focuses on the ability for social business 

founders to be able to replicate the business model to other concepts. An example of this could be 

setting up the business like a franchise, enabling others to adopt the business, which in turn is 

conducted in the way demanded by the original founders. This aspect would be highly relevant if 

the goal of our thesis had been to examine GreenSpeak as a group, i.e. by implementing the other 

business activities started by GreenSpeak like for example the virtual market place GreenTown, 

the solar cells promotion activity Projekt Solstrøm or their annual sustainability fair GrønKBH. All 

activities could make for interesting research, and could potentially even add further layers to our 

thesis, but as mentioned earlier, we are not capable of including this aspect. Focusing on the 

replication of GreenSpeak would be the focus of how to scale the business wide instead of deep 

(Bloom & Chatterji 2009, p 123). Since our focus in this thesis is how GreenSpeak could 

strengthen their market position with their main business - cell phone plans for private customers - 

we will stay on the focus on how to scale deep, refraining from discussing how to scale wide.  
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6.3.7 Stimulating market forces 

According to Bloom & Chatterji (2009), the last aspect of the SCALERS-model, Stimulating market 

forces “[...] covers the effectiveness with which the organization can create incentives that 

encourage people or institutions to pursue private interests while also serving the public good.” 

(Bloom & Chatterji 2009: 123). This makes for an interesting aspect of GreenSpeak. By stimulating 

the market, the goal for GreenSpeak should then be to stimulate the underlying incentives for 

people to buy the cell phone plans they offer because:  

(a) people perceive the cell phone plans to be of high quality as well as GreenSpeak as a company 

being a reliable, trustworthy and customer focused provider and  

(b) people are enabled to contribute to a common social end by indirectly donating money to 

charity organizations without having to do anything. This aspect of Stimulating Market Forces 

especially concerns industries with consumers who are price sensitive (Bloom & Chatterji 2009: 

124), which applies to the case of GreenSpeak. Our questionnaire underlined the fact that the 

mobile carrier industry is in fact an industry with price sensitive customers, or at least an industry 

where customers care deeply about price. In our questionnaire, 94.9% of the respondents listed 

price as one of the three most important criteria when choosing a mobile carrier. 

 

As mentioned, the aspects in SCALERS may be intertwined. For example, the aspect of 

Stimulating Market Forces complements some of the findings from the above section of 

Communicating. As mentioned earlier in this section, our findings indicate that the pursuit of private 

interests from the customers’ perspective should to a higher degree be acknowledged from 

GreenSpeak. This is partly due to what Asbjørn Nørgaard from CEVEA mentioned as the 

discrepancy between what customers say they do and what they actually do. Asbjørn Nørgaard 

noted: “I am not sure that CSR is always as essential when it comes to consumer behavior as we 

would like to imagine.” In this quote, Asbjørn Nørgaard states that consumers do not focus as 

much on sustainability as they would like to think. This means that first, the customer’s belief and 

desire for the actual product should be established. Belief in company values and the desire to opt 

in on the vision comes secondly. By GreenSpeak not communicating any aspects of their product 

quality and solely focusing on the vision and company beliefs, the only market segment they 

stimulate are the few consumers who think in a reverse manner: Belief in company visions as their 

main concern and only then focus on the quality of the product. Thus, GreenSpeak’s stimulation of 

the market forces only stimulates the few customers who prioritize idealism higher than price or 

network coverage from their mobile carrier. 



90 

6.4 Putting it all together 

Now, we have analyzed GreenSpeak’s current business model using Michelini’s framework and 

we have applied the SCALERS model to uncover how GreenSpeak’s assets and capabilities limit 

them from scaling their social business. As written in 6.1 Introduction, the business model of 

GreenSpeak gives us the ability to effectively map exactly how GreenSpeak delivers and captures 

value from its customers. Then, the SCALERS model allows us to examine which assets and 

capabilities GreenSpeak can alter or acquire to more effectively deliver and capture value, 

ultimately leading to more customers and the ability to scale up. This is especially relevant since 

Michelini’s framework does not offer a description of how to optimize the various areas of a given 

business model. Even though the SCALERS model is not directly associated with optimizing a 

given business model, it still speaks to how social businesses can scale up, generate more value 

for their customers and ultimately positively affect societal issues. 

 

In 6.2 Analysing GreenSpeak’s business model, among other things, it became clear that 

GreenSpeak offers its customers phone plans at a cheap price point while at the same time giving 

customers the opportunity to be part of a company that does two things. First, customers become 

a part of a company that does business differently given GreenSpeak’s idealistic principles. In this 

manner, it can be argued that there is a degree of activism when customers join GreenSpeak. 

Second, GreenSpeak offers customers to do good for social and environmental issues given their 

donation program. GreenSpeak’s current market segment is characterized by relatively young 

individuals who care deeply about the issues faced by society. As the application of the SCALERS 

model pointed out, it is imperative for GreenSpeak to attract a broader segment of customers if 

they want to scale up. To do so, GreenSpeak could alter their communication to focus more on 

price and signal coverage, thereby attracting more “average” consumers. This was also underlined 

by stimulating market forces in the SCALERS model, stating that GreenSpeak needed to focus on 

the concrete features of their service, before focussing on their profit donation. The importance of 

growing GreenSpeak and thereby affecting more positive change is also highlighted by their social 

value equation of their business model. Since GreenSpeak can only indirectly affect positive 

change via their donation program, profits are essential to affecting change. Therefore, it is crucial 

that GreenSpeak pursues all avenues, if their ultimate goal is to affect as much change in as short 

time as possible. All these suggestions will be elaborated in the discussion. Having accounted for 

GreenSpeak’s business model and capabilities and assets that prevent GreenSpeak from 

attracting more customers and ultimately scaling up, we now move on to discussing the potential 

actions that GreenSpeak can pursue to solve the issues presented in this analysis. 
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7.0 Discussion 

7.1 introduction 

The following section is structured as a discussion of the various different opportunities that 

GreenSpeak face. By shedding light on potential benefits and pitfalls of these different 

opportunities, we paint a complete picture of the plethora of considerations that GreenSpeak could 

undertake in order to increase the attraction of customers. This also means that we do not 

proclaim to have found the objective truth of how GreenSpeak can improve their customer 

attraction - and this was neither the goal of our research in accordance with our methodological 

approach. Rather, our objective has been to obtain qualified recommendations for GreenSpeak by 

triangulating our collected empirical data and existing literature on social business models. Thus, 

with each recommendation we discuss and evaluate the potential advantages and consequences 

in order to assess the opportunities as well as the costs, both fiscal and non-fiscal, associated 

hereto for GreenSpeak. By presenting these recommendations and evaluating each of them we 

also indirectly strengthen the value of our thesis’ managerial implications for future social 

entrepreneurs while also contributing to the academic literature on scaling social businesses. Both 

of these topics will be clearly elaborated in the next sections.  

7.1.1 Marketing and communication 

Our analysis indicates that, in GreenSpeak’s communication and marketing strategy there is a 

significant explaining factor for the lack of customer attraction. In this section, we will present ideas 

on how GreenSpeak could alter their communication and marketing strategy based on our 

empirical research.  

 

In 6.2 Analysing GreenSpeak’s business model, as part of Michelini’s (2012) framework for 

analysing social business models, we assessed GreenSpeak’s offer to its customer. Then, when 

applying the SCALERS-model from Bloom & Chatterji (2009) to GreenSpeak, we assessed how 

GreenSpeak communicates their offer to potential customers.  

 

We found that their offer was a cell phone plan matching the quality of some of the best in the 

market at a price which, while not being competitive with the lowest prices on the market, are still 

highly budget friendly. Even further, they offer customers the opportunity to actively take part in a 

democratically driven profit donation and to opt in on a company trying to revolutionize the way a 
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commercial company is driven. However, our findings also show that only focusing on the latter in 

their communication with potential customers results in a reluctance of subscribing for the majority 

of people. Inspired by our interviews with Sustainia and GF Insurance, it could prove a profitable 

strategic move to shift some of the focus on idealism behind GreenSpeak on to the quality of their 

product.  

 

Inspired by GF Insurance, it is possible that GreenSpeak could benefit from gaining knowledge of 

the prioritization and behavior of customers in their field. Should our small-scale questionnaire 

findings be an indication of this, GreenSpeak must acknowledge the importance of first convincing 

the customers about the quality of their product before convincing them about the underlying 

idealism. Currently, GreenSpeak’s strategy is not even the reversed model (first idealistic, then 

product); they have actually eliminated the part of convincing the customer of the quality of the 

product by only communicating the values of the company. While surely attracting the minority of 

people whose main priority is within the field of company visions, our analysis implies that the 

majority of people are prone to choosing carriers with a cause over those without, but not solely for 

this reason. As mentioned by Rasmus Schjødt Pedersen from Sustainia, the vision and social 

aspect of the business is information that should be readily available for all interested customers, 

but not exist as the main selling point. 

 

As mentioned by Bloom & Chatterji (2009), one of the most important prerequisites needed to 

communicate effectively with potential customers is the gathering of knowledge regarding their 

behavior and value hierarchy. Initial to any shift in a communication strategy, it could prove 

beneficial to investigate the beliefs and values of both their existing customers and in the market in 

general. GreenSpeak has gathered no other intel than particular opinions from customers reaching 

out to customer service. Therefore, a survey of existing customers inquiring about concerns with 

signing up and satisfaction with GreenSpeak along with a survey of non-clients and their concerns 

with GreenSpeak could be worth the initial effort. Having this intel available, they could tailor their 

future communication to overcome these barriers and accommodate their presentation of the offer 

to these obstacles. 

 

Again, assuming our small-scale investigation indicates the correct order of priorities for mobile 

carrier customers, GreenSpeak could consider prioritizing their communication to consumers on 

the quality of their products. For example, by focusing their communication on their network 

coverage or their customer service, they could eliminate the doubt inherent in potential customers 

as to whether they have to compromise on the quality of their cell phone plan in order to subscribe 
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to an idealistic vision. By first convincing consumers that this compromise is non-existent, a 

possible outcome would be less resistance from the consumers to take the final step and sign up 

with GreenSpeak. 

 

One of the disadvantages of this approach could be found in the compromise necessary from the 

perspective of GreenSpeak. Presently, GreenSpeak has very high expectations for their 

customers, exemplified by the quote written in the analysis from the owner, Anders Jensen, who 

stated that people do not fit in their business model if their main focus is on price or network 

coverage. If GreenSpeak was to shift this focus in communicating, it would require them to lower 

the bar for when a customer was an acceptable customer, accepting that customers do not sign up 

solely because of the idealistic vision, but also because they are offered a high quality product. 

However, the experience from GF Insurance indicates that customer loyalty is not decreased when 

choosing to accept this compromise. Also, it requires for GreenSpeak to acquire new 

communication skills. Until now, they have experience in communicating their visions. Shifting the 

communication to accommodate other ends is like starting all over, which might result in a typical 

trial-and-error process with several initial mistakes and obstacles. A question regarding customer 

filtration for GreenSpeak to ask themselves could be “why do we not focus on customers whose 

main concern is network coverage when we actually offer some of the best coverage on the 

market?” 

 

This question constitutes a very important aspect of our thesis. Do the actions of GreenSpeak 

actually reflect the expressed mission? The question serves the purpose of making GreenSpeak 

reflect about their overall mission. Thus, they are forced to evaluate whether they are actually 

operating in a fashion that leads them towards their expressed vision of making a change as fast 

as possible. If their assessment is that, indeed, a change in communication strategy towards this 

presented idea would result in an increase of customers, they must face the issue of re-evaluating 

whether their actual mission is to make the most impact on the world, or whether they in fact to a 

larger degree are driven by the idea of conducting a business in a certain way. Not because one 

mission is more correct than the other; it is, after all, up to the owners how to conduct their 

business. However, being aware of whether the actions conducted actually lead towards the 

expressed vision is essential to any business - social or not. 

7.1.2 Partnerships  

Through our analysis in 6.0 Analysis, we found a potential underestimation of partnerships from 

the perspective of GreenSpeak. Our interview with GF Insurance presented us with the awareness 
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of how effective a lever such a partnership can prove. While there are certainly differences 

between GreenSpeak and GF in the form of size, negotiation power and ideology, GreenSpeak 

could still be inspired by the focus on partnerships of GF Insurance. The initial issue that needs to 

be addressed is the willingness from GreenSpeak to bring something to the negotiation table with 

potential partners. The entire aspect of profiting from partnerships evaporates if GreenSpeak 

sustains their view of not wanting to offer anything in return to partners such as price reductions.  

 

Similar to the question above, a discussion of whether the operation supports the vision is present 

here. Co-owner of GreenSpeak Mark Rasmussen answered the following to our question as to 

whether he did not believe that most current customers would understand and accept that such 

actions of customer attraction (e.g. difference in treatment of customers and paid marketing) would 

be profitable in the long run:  

 

“Yes, I do believe the majority [of our customers] would find it acceptable. However, it would leave 

me with a bad taste in my mouth and betray our first customers’ belief in us. [...] It is highly 

possible that this way of thinking is economically irrational, but it would leave me with a bad taste 

in my mouth”.   

  

By directly stating the present awareness of economic irrationality in their principles (and thereby, 

the loss of customer attraction and thus, profit generation), Mark Rasmussen indirectly addresses 

the discussion of whether their goal is to optimize their profit donation or whether it is to conduct 

their business from certain principles, disregarding the implied direct consequences to the 

commercial growth.  

 

If the vision of GreenSpeak is to make the most impact on the world as fast as possible, it could 

prove profitable to change their view on offering partners something in return at the negotiation 

table. A full recommendation of how a partnership could be arranged and what potential partners 

could be relevant to GreenSpeak is not presented in our thesis. It seems that the initial obstacle of 

refusing to bring something to a negotiation table is the most crucial aspect to reflect on for 

GreenSpeak. Should they agree on compromising on this principle in order to grow commercially, 

an inspiration for initializing a partnership could be found in 6.3.3 Alliance building, where we 

presented the partnership between GF Insurance and Matas/Jyske Bank.  

 

Further research could investigate this aspect further by implementing partnership of the type by 

Sagawa & Segal (2000, p 118), namely by letting others show and tell. This is a different kind of 
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partnership, where GreenSpeak could offer some sort of B2B certificate for businesses who sign 

up with GreenSpeak. Thus, other businesses are offered the opportunity to strengthen their CSR-

profile with a GreenSpeak-certificate stating that they with their cell phone plans indirectly 

contribute to charity, and GreenSpeak is able to acquire more customers. Another way of letting 

others show and tell could be by mobilizing ambassadeurs with a public image as advocates of 

GreenSpeak. Again, this might be interesting to dive further into in future investigation, focusing on 

how social businesses can profit from commercial partnerships. 

7.1.3 Sales channels 

When analyzing the cost structure and revenue model of GreenSpeak, we found that their only 

sales channel is their online interface through which people can sign up. Besides this, the 

commercial growth relies on word of mouth, that is, customers advising people in their network to 

sign up with GreenSpeak. As mentioned by our respondent Rasmus Schjødt Pedersen  from 

Sustainia, even in the case of social entrepreneurs, this form of organic growth is far less effective 

than what it was ten years ago. From his experience, most social entrepreneurs of the current 

generation accept and welcome the premise that outreach sales is required in order to grow 

commercially.  

 

The elimination from GreenSpeak of outreach sales (e.g. phone sales) therefore seems to 

constitute a problematic effect on the attraction of customers. While stemming from an idealistic 

principle of phone sales being “[...] something created by the Devil” (Anders Jensen during our 

interview), the experience from GF Insurance points in the direction that maybe not all consumers 

agree on this point of view. Especially if the presumption from GreenSpeak about the awareness of 

their existence amongst the consumers is true, it is a possibility that, due to cell phone plans being 

a low-interest area, many of these people only need the gentle push that outreach sales might 

accomplish. Anders Jensen actually himself expressed that his opinion was that there are a lot of 

people out there with the intention of changing to GreenSpeak, but have just not managed to take 

the time and actually appreciates a gentle helping hand: 

 

“We have 8.000 customers, but there are at least 100.000 with the awareness of our existence. 

Maybe up to 400.000. But most of them just haven’t taken the final step [towards subscription]. I 

know that, because when something big happens, like when Fullrate is implemented in YouSee, 

we see a substantial increase in customer subscriptions. And then people tell us they have been 

considering subscribing for three years and finally they managed to get it done. They were just 

missing the last incentive from another angle.”  
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Even with the impression that there are a lot of interested consumers in the market, GreenSpeak 

categorically defines phone sales as negative and manipulative. We would like to offer an 

alternative perspective. What if phone sales were conducted in a manner aligned with 

GreenSpeak’s principles of being honest, transparent and personal? It could be interesting to 

develop an outreach sales strategy heavily influenced by their desire to conduct customer service 

in a personalized and responsible way. This way, no consumer would be met by a mechanical 

voice reading from an organisational provided sales script with the intention to manipulate the 

consumer as much as possible to sign up for the product. Any consumer could be presented with 

the opportunity to hang up immediately if they have no desire to talk about GreenSpeak. 

Alternatively, the phone call could simply have the character of a normal conversation between two 

people, and if the consumer was intrigued by this, they could be referred to the web page where 

they could sign up at their own pace.  

 

We acknowledge that this approach would be highly deviant from a standard approach to phone 

sales - but this would be the whole point. What if the nature of outreach sales could be transformed 

from what GreenSpeak perceives as that of a manipulative character to that of completely 

voluntary conversation between two people? Also, this would fit well with GreenSpeak’s existing 

relationship with customers, which is characterized by sincerity and uniqueness.  

Another upside to this approach could be to give people an apprehension of the customer service 

they could expect in the future from their mobile carrier. By conversing directly with consumers, it 

could prove much more convincing than if they just read about it on a web page.  

 

While not being an adequate or even fulfilling formulation of a sales strategy, the intention here is 

to initiate a discussion whether this aspect of idealistic principles for GreenSpeak also constitutes 

barriers for themselves and their potential of growth. In order to pursue this strategy, it would 

require for GreenSpeak to again compromise on their principles and require some time to perfect 

this alternative strategy. Also, the thought of being rejected by several customers might be 

associated with discomfort. Therefore, part of how well this strategy could be implemented varies 

with the degree of sacrifices GreenSpeak would be willing to offer.  

7.1.4 Attracting investors 

It is a common strategic choice for many startups at early phases to seek investors who for a 

financial return on their investment increase the capital with which the entrepreneurs can scale up 

their business. As mentioned in the analysis of GreenSpeak’s business model, GreenSpeak has 
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experienced difficulties attracting external investors to GreenSpeak. As mentioned by our interview 

respondent Asbjørn Nørgaard from CEVEA, there are many business angels who only invest in 

e.g. environmental friendly startups. However, they seldom do so without a consideration of their 

investment at some point generating profit down the road. Thus, with GreenSpeak’s policy of 

investors not being able to invest in the company and profit from the shares at a later point, the 

majority of opportunities to find external investors evaporate. The implications from this fact are a 

bit more complex than the other aspects. Most often, external investments require the investor to 

gain shares in the company, and thus, voting rights on the strategy and actions performed by the 

company. The current owners of GreenSpeak argue that they will not be able to conduct a 

company with the existing principles if an investor would join the owners, since they would focus 

on the return of their own investment rather than focussing on making the world a better place. 

Therefore, the prospects of attracting investors can only be altered if GreenSpeak manages to 

calibrate their existing idealistic principles to a degree where the most CSR-oriented investors may 

accept to invest mostly from an idealistic perspective. We acknowledge that this would require for 

GreenSpeak to loosen their idealistic principles, but the question they again may ask themselves 

could be: “Is it possible that the capital from an external investor can increase our future donations 

to a degree surplussing the future expense of return of investment provided to the investor?” One 

important aspect here, though, is the ability to find an investor who willingly invests in GreenSpeak 

and accepts to be given no or minimal managerial influence on both the long term strategy as well 

as the day-to-day managerial operations. It is difficult to imagine such an investor existing, so we 

would recommend GreenSpeak initially focussed on other levers as a start. 

7.1.5 Employees 

The perspective of staffing is to an even higher degree than the other aforementioned levers 

subject to guessing. GreenSpeak has not yet scaled to a substantial size that allows the 

observations of the direct consequences of the wage cap. However, our analysis enables us to 

discuss potential future consequences arising from restricting the wage opportunities for future 

employees.  

 

As mentioned in 6.3.1 Staffing, one issue that may arise in the future is the attraction of qualified 

management talents. Employees in these positions are typically positioned at a salary level far 

above the wage cap of 30.000 DKK per month in Greenspeak. Consequently, all future 

management employees must be driven mainly from idealistic visions rather than wages as the 

main driver. In order to prioritize the limited space available in this thesis, we will present just one 

lever that GreenSpeak could be aware of in the future when/if the need for mid level management 
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employees arrives. Should GreenSpeak then withstand the simple and straightforward solution to 

compromise on their wage cap to attract such management talents, one solution could be to 

search for employees at a younger age and with little or no management experience who might 

prove more inclined to accept a wage in the range of 30.000 DKK. The downside naturally being 

the potential lack of management experience, which may result in initial mistakes and the lessened 

degree of autonomy with which she is able to operate a department without supervision from the 

owners. However, the upside of such a solution would be the inherent compliance with their vision 

of a company driven by individuals and their individual perks - as long as the employee’s long term 

visions align with that of GreenSpeak.   

7.1.6 Choosing charitable organisations 

A final interesting point of discussion lies in investigating the charitable organisations that 

GreenSpeak donate their profits to. As expressed in our interview with Mark Rasmussen, 

GreenSpeak started off by working with the charitable organisations that were most well known, 

such as Médecins Sans Frontières and Anima. However, apart from the fact that these charitable 

organisations were well renowned and had relatively low administrative costs, GreenSpeak did not 

have any further criteria towards choosing charitable organisations to work with. This was sensible 

in the beginning where well renowned charitable organisations were a seal of approval towards 

GreenSpeak. However, as GreenSpeak themselves have become more well renowned among 

existing and potential customers, it may be sensible to reassess the charitable organisations that 

they work with. As expressed by Lena Olaison, potential customers may be more interested in 

purchasing products from a social business that directly affects the industry that they are operating 

in. In the case of GreenSpeak, this could take the form of electronic waste. Instead of donating 

profits to a wide variety of charitable organisations, GreenSpeak could prioritize organisations 

whose goal is to improve recycling of cell phones, since this is closely related to operating as a 

mobile carrier. By doing so, Lena Olaison also noted that potential customers would be more 

inclined to become customers of GreenSpeak since GreenSpeak would now to a larger degree be 

operating within a concentrated and relevant field. However, by focussing on charitable 

organisations that operate within such a narrow area like the recycling of electronic waste, 

GreenSpeak may be compromising their original goal, which was to do most possible good in the 

least amount of time. The founders of GreenSpeak generally have a holistic approach, meaning 

that they want to affect several of the major issues faced by society. This was also their motivation 

for choosing a broad range of charitable organisations. Therefore, it seems unlikely that the 

founders would be willing to pursue this option in practice. On the other hand, by narrowing their 

scope of charitable organisations, GreenSpeak may be able to attract more customers and thereby 
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ultimately affect more positive change than previously, even though it would be within a more 

narrow field.  

7.1.7 Summary 

There is no surefire way to attract more customers. However, some potential initiatives such as 

focussing more on the concrete features of GreenSpeak’s cell phone plans seem promising. By 

organising their communicative efforts in a way that emphasizes the superior network coverage 

and customer service of GreenSpeak, it is likely that they will attract customers that are different 

from their current customer segment. Additionally, paid marketing campaigns are likely to produce 

similar results. However, it is imperative that the founders of GreenSpeak agree on what their 

reasons for operating GreenSpeak are. If their reasons stem from a desire to genuinely affect most 

possible good in the shortest possible time, it seems likely that GreenSpeak should reevaluate 

parts of their operations. Alternatively, if their reasons stem from a desire to simply operate 

GreenSpeak in accordance with their collective idealism, they may not need to implement 

changes. Again, it is imperative that they are aware of their reasons for running GreenSpeak.  

 

Now, we have discussed the potential opportunities and pitfalls associated with potential initiatives 

that GreenSpeak can undertake to increase their customer base and ultimately scale up. Next, we 

discuss the managerial implications and academic contributions stemming from our thesis. Lastly, 

we put forward a description of potential future research on GreenSpeak and social 

entrepreneurship. 

7.2 Managerial implications 

Throughout this thesis, we have expanded on a wide variety of the factors that affect the growth 

prospects of GreenSpeak. We have expanded on areas in which GreenSpeak are facing 

difficulties such as customer attraction, and we have expanded on areas where they are 

experiencing a great deal of success. This is especially the case with their customer service and 

customer satisfaction. By drawing upon these areas, several lessons for future social 

entrepreneurs emerge. First, it seems imperative that social entrepreneurs acknowledge that talent 

acquisition plays an integral role in successfully growing a social business and that it ultimately 

plays a crucial part in a company's ability to do as much good as possible. To succeed with hiring 

the right employees, social businesses must be able to offer them an attractive compensation 

package. An attractive compensation package includes not just a competitive salary, but also the 

prospects of career advancements. Even though many potential employees are motivated by the 
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opportunity to positively affect society, they still demand a salary that reflects their capabilities. This 

was underlined by a number of our interviewees, including CEPOS and TECLM. Furthermore, 

social entrepreneurs have to look beyond their own personal network when hiring new employees. 

Typically, the network of a social entrepreneur consists of individuals that share the same beliefs 

as themselves, but likely do not possess the needed business acumen to grow the social business. 

Social entrepreneurs must also bear in mind that increased capital spending on areas such as 

talent acquisition may actually lead to increased growth levels and an increased effects on the 

social and environmental areas that the entrepreneur operates within. Hiring a relatively expensive 

marketing employee, while at first glance may constitute an increased cost to the entrepreneur, 

may actually lead to an increase in customers that makes up for the employee’s higher wages. 

With GreenSpeak, this may especially be relevant since they are experiencing difficulties with 

getting their message across to the media and potential customers. 

 

Speaking of marketing, this thesis and the analysis of GreenSpeak’s issues underlines the 

importance of effective communication for social entrepreneurs. In communicating to potential 

customers, it is not adequate to simply highlight that the social entrepreneur is pursuing a business 

that positively affects a given cause. The entrepreneur must also deliver tangible value such as 

excellent customer service or cost savings to their customers and communicate this fact. In this 

case, GreenSpeak does deliver tangible value to their customers. However, when communicating 

via various channels, GreenSpeak fails to emphasize this. Instead, by focusing on the aspect that 

they are affecting positive change towards social and environmental issues, customers are not 

aware of the tangible value that GreenSpeak also delivers to customers. Therefore, it is imperative 

that social entrepreneurs in general have this in mind when communicating with the outside world. 

To support and strengthen their communicative efforts, social entrepreneurs should also strive to 

incorporate some sort of seal of approval that signals credibility. This could take the form of an 

impressive Trustpilot score to accentuate their level of customer service. By doing so, potential 

customers are more likely to be confident that a social entrepreneur’s business is the real deal and 

not just a hoax. 

 

Lastly, our thesis helps inform future social entrepreneurs of the importance of clearly stating and 

clarifying the goal of their business. For instance, social entrepreneurs need to make it explicitly 

clear as to why they have founded their business. For example, social entrepreneurs need to make 

it clear if they are in business to genuinely do as much good for society as possible or if they are in 

business to satisfy their own needs of operating a business on their terms. Exemplified by 

GreenSpeak, if a social entrepreneur is genuinely in business to do as much good as possible, 
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they need to acknowledge the fact that in order to do so, they must integrate more traditional 

methods of operating a business. Again, this could take the form of increased capital expenditure 

on areas such as marketing or talent acquisition. 

 

Future social entrepreneurs should however be aware of the degree of transferability between our 

case research and the specific business model they are operating with. For example, a social 

entrepreneur in the fashion industry would have to hand pick which of our findings could be 

relevant to her and which could not. By comparing fashion with a mobile carrier, the classification 

of the industry is no longer that of a low-interest area, which requires adjustments regarding the 

specific recommendations we put forward in this thesis. However, we still claim that some parts of 

our findings are relevant to most industries. For instance, we evaluate the aspect of what and how 

to communicate the product and vision of a social business as being important to any social 

entrepreneur.  

7.3 Academic contribution 

Until now, the research within social business models has focused on business models that relate 

to social businesses who have a direct effect on social, environmental and other societal issues. 

Examples of these social entrepreneurs and businesses are those that for instance directly employ 

underserved individuals of society or sell helpful products to vulnerable individuals in BOP 

countries. Since GreenSpeak’s positive effect on societal issues is tied to the donation of profits to 

charitable organisations, GreenSpeak’s positive effect is indirect. As stated by Kai Hockerts and 

Lena Olaison, GreenSpeak’s modus operandi is novel and there are as of now no Danish 

companies similar to them. Therefore, by analysing and discussing the existent business model of 

GreenSpeak, this thesis sheds light on a type of social business that has not yet received 

academic attention. By doing so, this thesis can act as an entrance to new areas of research within 

social business models and social entrepreneurship, namely that of social businesses that donate 

parts of the totality of their profits towards charitable causes. By doing so, this thesis opens up for 

an expansion and further development of our understanding of social business models. Examples 

of potential areas of research could be the optimal development of business models for indirect 

social businesses like GreenSpeak. For business models like the one pursued by GreenSpeak, 

there are other demands compared to “traditional” social businesses. For instance, since 

GreenSpeak positively affects social and environmental issues by donating profits, it is imperative 

that GreenSpeak turns a profit to do good. This is not the case for other social businesses like 

Specialisterne, who affect positive social change just by operating. This contribution could be 

especially relevant for social businesses in countries like Denmark, that have highly functioning 
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public institutions and therefore not the same societal issues like BOP countries. In countries like 

Denmark, it seems plausible that indirect social businesses like GreenSpeak will become more 

prevalent, since it opens up for an option to do good, even though one’s own country does not 

have major societal issues.  

 

As stated in 3.0 Literature review, several authors such as Laura Michelini have developed 

frameworks to analyze social business models. However, the application of these frameworks 

within academic literature is still limited. There have not been many researchers who have actually 

applied these frameworks to a concrete case. By applying Michelini’s framework in this thesis, we 

are partly contributing to demonstrate how these theoretical frameworks translate to the real world 

of businesses. This translation also opens up for an assessment of the adequacy of frameworks 

like Michelini’s. Thus, it gives future researchers the ability to assess the adequacy of the 

frameworks by using this thesis as the backdrop of such an assessment. The application of 

Michelini’s framework also contributes to academia on social business models since it can enable 

researchers to empirically assess the importance of each of the components found in the analytical 

framework. This is especially relevant within business development, since a social business’ 

business model is a conceptualisation of how the business delivers and captures value from its 

product offerings. Therefore, by completing a practical analysis of GreenSpeak’s business model, 

this thesis contributes to academia by highlighting key points that are crucial to secure the growth 

of a social business. For instance, as stated earlier, it is not sufficient for social businesses to 

simply communicate the fact that they are affecting positive change via their operations. The 

business must also stress the fact that their product offering is genuinely useful for customers. In 

the case of GreenSpeak, this means that they have to stress the fact that their phone plans are 

cheap and have excellent signal coverage. All in all, by applying Michelini’s framework in a case 

study, we contribute with the benefits of a real-world case study, instead of simply looking at social 

entrepreneurship from a theoretical standpoint. 

 

The utilization of the SCALERS model also contributes to the current academic literature by 

highlighting the importance of acknowledging the actual state of the business and the 

accompanying options they possess. Even though it may be evident that GreenSpeak is not 

pursuing an optimal business model that enables them to do as much good in as short time as 

possible, suggesting a new business model must be based on the current capabilities and assets 

that GreenSpeak possesses. Alternatively, the suggestion must be based on assets or capabilities 

that can be acquired by GreenSpeak. By doing so, this thesis highlights the importance of viewing 

business model alterations in relation to realistic options of the company. The SCALERS model 
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assists in shedding light on the assets and capabilities that GreenSpeak already possess that can 

enable them to scale up. Also, it sheds light on the assets and capabilities that we suggest that 

they should acquire to alter their business model and scale up. This can also point to the fact that 

research in the future could revolve around how social businesses can utilize their assets and 

capabilities more effectively. Lastly, it also opens up for further research into what social 

entrepreneurs can do to access the resources and capabilities that they do not currently possess, 

but are likely to be dependent upon to scale their business.   

7.4 Future research 

Future research regarding GreenSpeak as a case could take many different avenues. For 

instance, instead of solely focusing on GreenSpeak as a mobile carrier, future research could 

focus on the replication aspect of social businesses. This could for example be pursued by 

researching GreenSpeak as a concern. As stated earlier in this thesis, apart from only operating as 

a mobile carrier, GreenSpeak also contains GreenTown and Projekt SolStrøm. Here, it could be 

interesting to assess the growth options of these various companies and whether or not these 

companies are in a superior position to do as much good for society in as short time as possible, 

since this is the ultimate goal of GreenSpeak. It could also be interesting to assess whether or not 

GreenSpeak as a concern contains too many businesses and whether or not this focus is actually 

keeping them from scaling. It is interesting to note that GreenSpeak is scaling wide instead of deep 

since they do not focus exclusively on profits. Instead, they simply wish to find the business 

opportunity that can do as much good as possible. Since they do not require a specific economic 

return on their initial investment, they are able to go into new markets with relative ease.  

 

Future research could also investigate to what degree GreenSpeak’s social business model that 

focuses on profit donation could be transferred to other markets and industries. By assessing the 

business model’s validity in markets such as insurance and other industries, researchers can gain 

an understanding of the potential of GreenSpeak’s business model and modus operandi. Lastly, 

future research could also focus on customer preferences in GreenSpeak and other social 

businesses. By doing so, we can uncover and understand whether or not customers are driven 

solely by the desire to be part of a company that positively affects society and how much 

customers value areas such as product features. This is an interesting avenue to pursue since it 

may speak further to the fact that social businesses cannot rely solely on stating that they are 

positively affecting society, but must also focus on delivering superior tangible value to their 

customers. 
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8.0 Conclusion 
The purpose of our thesis has been to investigate how the Danish social business GreenSpeak 

with its high quality cell phone plans and charitable profit donations can enhance their attraction of 

private customers. We sought to do so by developing a questionnaire, analysing the web page of 

GreenSpeak as well as conducting interviews with both GreenSpeak, think tanks, professors and 

commercial businesses with similarities to the business model of GreenSpeak. To fulfill our 

mission, we first mapped the concrete business model of GreenSpeak in order to identify how 

GreenSpeak creates value for their customers. Then, we located which aspects in their business 

model could pose as explaining factors for the lack of customer attraction. Finally we attempted to 

present suggestions based on our empirical data as to what actions GreenSpeak could pursue in 

order to enhance the attraction of more customers. Simultaneously, we discussed how our findings 

can contribute to current academic literature on social business models as well as to which degree 

our case research can help future social entrepreneurs on scaling their social business.  

 

When mapping the business model of GreenSpeak, we found that the value that GreenSpeak 

offers its customers is a cell phone plan that excels in all three of the most important criteria for 

customers when they choose their mobile carrier - price, network coverage and customer service. 

Additionally, GreenSpeak offers their customers to take part in a community based movement 

towards bettering the world, both through fiscal donations to charitable organisations as well as 

supporting a company that does not have profit maximization as their main objective. The sense of 

community among GreenSpeak customers is further strengthened by GreenSpeak’s decision to 

twice a year let their customers vote on which charitable organisations should receive 

GreenSpeak’s profit, constituting an ever returning reminder to all customers that they are 

constantly contributing to a better world through their subscription with GreenSpeak. The owners of 

GreenSpeak seek to maximize the fiscal value of their donations by cutting as many costs in the 

daily operations of GreenSpeak as possible, for example in marketing, outreach sales and wages.  

 

We find that the community building aspect of GreenSpeak’s business model can be a contributing 

factor to explain the remarkably high customer retention and positive feedback GreenSpeak 

experiences. However, our research also indicates that there can be several potential issues with 

this sense of community and GreenSpeak’s focus on cost minimization.  

 

When communicating their product to non-customers, GreenSpeak has actively chosen to focus 

exclusively on what is important to themselves; namely, the social value they offer their customers 
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as opposed to the quality of their cell phone plans. Such a strategy imposes critical barriers as to 

who Greenspeak convince to sign up with them: Only customers prioritizing ideology as much as 

GreenSpeak are convinced by this argument, since the majority of consumers who also prioritize 

e.g. network coverage are not addressed or convinced. We propose that this strategy is partly 

what causes the lack of customer attraction and that a shift in this strategy towards first convincing 

customers about the quality of their product may prove beneficial to GreenSpeak. The first step in 

this direction could be to start investigating why existing customers signed up with GreenSpeak 

and which considerations they experienced before signing up. Future research comparing our 

findings with similar cases in other industries is required in order to strengthen the generalizability 

of our claim that social entrepreneurs must first convince their customers of the quality of their 

product before focusing on their idealistic visions. 

 

The strategy of how GreenSpeak minimizes costs in order to maximize the absolute amount of 

money they donate to charitable organisations is reflected in the wage cap they offer all 

employees, in the elimination of marketing and outreach sales and in the owner’s rejection of 

offering anything to potential commercial partners. Our research discovers several possible issues 

in terms of the effect on customer attraction by pursuing this approach.  

 

The wage cap of 30.000 DKK per month, while surely attracting the segment of the labour force 

that prioritizes a feeling of purpose with their job, may result in difficulties of attracting management 

level employees in the future. If GreenSpeak refuses to heighten the wage cap, one way 

GreenSpeak could overcome this barrier could be to search for young and inexperienced 

candidates who may be more inclined to accept this wage range. This strategy however has the 

risk of hiring incompetent employees which ultimately risks damaging the work environment in 

GreenSpeak. The economic rationale behind the wage cap also may lead to the opposite result of 

what it was intended for: GreenSpeak must consider the possibility whether it is probable that one 

talented employee with a demand of a monthly salary of e.g. 45.000 DKK may actually be able to 

do the work that two average talented employees can do for a sum of 60.000 DKK per month. If 

this could be the case, then the wage cap in fact can decrease the absolute amount of money 

GreenSpeak donates, posing a contradictory effect towards their vision.  

 

We also find the unwillingness from GreenSpeak to offer anything in return to potential commercial 

partners to be a source for the lack of customers. Thus, our analysis illustrated an indication that 

not-for-profit-companies can profit vastly from exploiting the levers of customer attraction found in 

the setup of other companies, even in cases where these companies do not have the same visions 
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or are even positioned in the same industry. We argue that, if obliging to agree to offer something 

in return, a creative structuring of the setup of a potential partnership may result in a strongly 

enhanced attraction of customers for GreenSpeak. Future research of how commercial 

partnerships can help social entrepreneurs scale up their business would make for an interesting 

investigation. 

 

The last aspect of the cost minimization strategy employed by GreenSpeak is that of eliminating 

marketing and outreach sales. Based on the motto that less costs leads to absolute maximization 

of profit donation, GreenSpeak spends no resources on marketing or a sales department, the latter 

perceived by GreenSpeak as being fundamentally reprehensible. Our analysis presents an 

alternative view, however. We discovered indicators that GreenSpeak, who operates in a low-

interest area, could benefit greatly from adopting a sales strategy which corresponds to the core 

values GreenSpeak stand for. A sales strategy for GreenSpeak could thus be to transform the 

conventional sales technique, which in GreenSpeak’s eyes aims to manipulate the customer 

enough to agree to a given product, into that of a sincere and integrity based conversation with 

people who are not yet signed up. Our study shows that consumers in low-interest industries often 

appreciate a gentle and transparent push towards signing up with a company with ideological 

based values. Such a radical change in strategy for GreenSpeak, however, may take some time to 

develop and perfectionate, resulting in the experience of failure in the starting phase.  

 

Summarizing, we find that GreenSpeak’s discriminatory view on cost elements in their social 

business model, perceiving all cost elements like marketing and outreach sales as negative might 

hinder the growth potential. The categorical classification of cost elements as negative prevents 

GreenSpeak from pursuing investments that could ultimately lead to an increase in their customer 

base and thus, an increased amount of money they are able to donate.  

 

In conclusion, the main point revealed by our case study is the possibility that some of 

GreenSpeak’s actions towards their intended vision of making the world better as fast as possible 

paradoxically pose as the very same elements restricting them from attracting customers which 

ultimately decreases their absolute social impact. 
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