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Executive summary 

The niche industry of the Christmas tree industry is set to be disruptive by the innovative product 

developed over twenty years, through the company Tech Tree. This paper therefore explores and 

investigate what go-to-market strategy can support the significant jump in value and the competitive 

advantages the entering company has.   

The paper is based on a qualitative mono method data collection. Both primary and secondary data are 

used to explore the phenomena of Tech trees go to market strategy. The qualitative data consist of four 

recorded interviews (two unrecorded). The interviews were made with actors from across the industry 

and the value chain and the two Danish founders of Tech tree.   

To explore the entry strategy for Tech Tree, the author proposes an analytic framework that incorporates 

acknowledges and widely accepted theories, from strategic management, pricing and Entrepreneurial 

litterateur. The analytic framework will guide and structure the analysis.   

It is clear from the empirical finding and the theories that the external environment and the internal 

capabilities suggest entry into the innovative segment of the industry. That is supported by the pricing 

theories and empirical findings which highlight the value benefits of that segment, due to the mindset and 

the possible higher market price.   

The findings are not only relevant for Tech Tree, but it also relevant to researcher and practitioners of 

entrepreneurship.  The paper has explored different approached to the use of the PESTLE framework in 

relation to porters five forces, alternative benefits of the strategy canvas, approach to value pricing and a 

unique business model canvas.   
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1.0 Introduction 

Entrepreneurship is one of the main factors in driving economic growth (Sarasvathy, 2001). Therefore, 

one could wish that the road from having an idea to developing it into a product, bringing it to market and 

established profitable business, would be ease. Annually the European Christmas market sells around 140 

Mio trees (Skovdyrkerne.dk). An increase in the average selling price would result in considerable growth. 

Sadly, the road to profitable business has again and again proven to be very difficult. So difficult than 

beside driving economic growth, entrepreneurship is commonly known for the fact that they fail. 

(Sarasvathy, 2001). Recent Harvard Business School research shows that 75% fails (Blank, 2013). So only 

25% per cent succeed on following the above-described road to the end. Research reveals that the top 

reason for new product failures, is inadequate market analysis (Cooper 2001). This paper will, therefore, 

look at how disruptive innovation can enter the market and complete the road from idea to profitable 

business. According to Christensen (2015), disruptive innovations are products or services with business 

models that introduce performance packages that are superior to the rest. This paper will use the case 

company tech tree as the foundation.  

The most common teaching for understanding entrepreneurship has been through writing a business 

plan, pitching to investors, assembling a team, introducing a product, and selling (Blank, 2013). However, 

since it only has a 75% success rate, a change has started to accrue. In recent years start-up literature has 

seen a move away from the traditional way and towards a focus on experimentation and hypothesis 

testing (Blank, 2013) with methods such as business model canvas and the lean start-up. Much research 

has been on making a product that consumers demand and less on how that product launched to reflect 

the actual value of it. How can the market analysis help the entrepreneur to optimize the value of its 

product, how shall they utilize its internal capabilities, so they become a part of the perceived value of the 

physical product and that way optimize the value of the product? This paper will, therefore, take a more 

in-depth look into go-to-market strategy for entrepreneurs. It will not only focus on getting profitable but 

on truly utilizing the possibility of being disruptive. This paper will provide insight into how a company can 

reflect its value for the market when entering and stay competitive for time to come. This is due to the 

assumption that the firm stands a bigger chance of establishing itself as a profitable business if the actual 

value of disruptive innovation and competitive advantages are utilized. 

 



 
 

 

 

1.2 Problem statement and structure 

Problem statement  

The above introduction has led to the following research question:  

What go to market strategy will best optimize the value and competitive advantages of the startup 

tech tree? 

To better structure the analysis and provide a more comprehensive answer to the research question, the 

following research objectives are investigated:    

- How does the external environment influence the strategic decisions?    

- Is TT internally capable of competing in the industry?   

- How can Blue Ocean Strategy & the pricing strategy, help tech tree reflect the real value of the product?   

- How shall tech tree design its business model so it can support the market entry strategy?   

By combining the research question with the research objective, the paper will in a comprehensive 

manner explore on how Tech tree beneficial can enter the market. 

Structure 

This section will provide the reader with an overview of the thesis. How the sections are structured and 

how they correlate to each other.   

Part one; is establishing a general understanding of the background of the thesis, such as the company 

Tech tree and the niche industry in which it operates in. Further, the research question and the research 

objectives gives a reader-friendly structure to the literature view and the analysis.   

Part two; is the methodology. The methodological reasoning behind this paper is presented to give the 

reader an understanding of what premises this paper is written and how it shall be viewed and held 

accountable. See figure 1 for the structure of the methodology. The part will start with the outer layer 

and work its way towards the centre. 



 
 

 

 

 

figure 1.1: Research onion (Suanders et al. 2012) 

Part two will also describe the delimitations for this paper.  

Part three; is the litterateur review. The littérateur review is divided into four sub-section which each 

will discuss the theories advantages and disadvantages in helping to answer the research objectives and 

the research questions. See figure 2  

 

figure 1.2: own creation, Litterateur and analysis structure 

Part four; is the empirical analysis of the research question. The structure is the same as the litterateur 

review, where each research objectives are analyzed through the data obtained in the data collection. The 

analysis will provide insight on how each of the research objectives can help answer the research question, 

and therefore how tech tree can enter the Christmas tree market with as much value and as strong SCA 

as possible.   

What go to market strategy will best 
optimize the vale and the 
competitive advantages of the start 
up Tech Tree? 



 
 

 

The analysis will also have a substructure. The analysis will start with a broad view on the external 

environment. Further the internal analysis is based on the parameters from Ragone (1999) and VRIO 

(Barney, 1991), narrowing the analysis from an industry level to company level. Next will the overall go-

to-market strategy be analyzed through BOS. That will broaden the analysis from firm-specific to take a 

broad look, which is recommended by (Kim & Maouborgne, 2005). After the BOS analysis the analysis will 

be narrowed down to analyzing four case-specific pricing strategies.  The reason for analyzing four specific 

pricing strategies, is the combination of being able to be explorative and keep it practical. That structure 

will continue to final part of the analysis of the BMC.   

 

Figure 1.3 - Substructure of the analysis (own creation) 

Part five; is the discussion and conclusion. The discussion will focus on the power of the applied theories, 

further research, and how potential changes in the research would have affected the paper. The 

conclusion will attempt to answer the research question by concluding on the four research objectives. 

1.3 Company and market description 

Company description 

For better understanding, the premises and the aim of this paper, the following section will provide an 

overview of the history of Tech tree (TT), its organization and the product. Furthermore, the market will 

be described. This will ease the reading and provide a fundamental understanding of a niche industry.   

History of Tech Tree  

TT is a biotech company founded in 2017. It started as a spinoff company related to university of 

Copenhagen (KU). TT produce seedlings for the Christmas tree industry using an innovative process called 



 
 

 

Somatic embryogenesis (SE). TT is a pioneer and the first company in the world to have successfully been 

able to use SE to produce Nordmann fir trees (most common sort of Christmas tree in Denmark and 

northern Europe) on a commercial scale. The technology behind this innovation on Norman firs was 

invented the late Jens Finn Iver (Techtree.dk).   

Tech trees vision is to create superior seedlings for the industry. 

The Physical product:   

As mentioned, the seeds TT sales are developed in a laboratory. This gives the seed some advantages 

compared to “natural seed”. Until very recently, all seeds came from the wild in Georgia. Meaning as with 

anything from the wild, there is a vast variation in genetics. Naturally, the trees from a group of seeds 

were not identical. And they had a high genetic variation, see Table 1.1   

 

Table 1.1; genetic variation, Appendix 5 

Table 1.1 also shows that the seeds from TT has significant lower variation. This is due to SE process. This 

mean less uncertainty for the farmers. TT seeds do not only vary less than natural seed, they are also of a 

higher quality (resulting in better Christmas trees). Variation plays a big role in deciding the overall quality. 

 

Table 1.2; relative seed quality, appendix 5 



 
 

 

Table 1.2  show the relative quality difference among difference “production” methods. Christmas tree 

are categorized into groups based on specific metrics to determine the overall quality, which determines 

the prize. Higher the group, higher the price. Table 1.3 show the selling price for each group for Danish 

farmers in 2016.  Due to the small variation in seed and the high quality of TT’s product it is estimated 

that TT seeds will produce mostly the best category trees.  

 

Table 1.3; price difference, appendix 1 

Table 1.3 clearly illustrates the incentives for having a seed that produce a higher quality tree.  

Table 1.2 shows the relative superior quality of the seeds produces by TT. The scientific reason behind the 

above figures is due to the genes. TT seeds have the same genetic where in nature genes vary. The genes 

are more critical in determining the quality than the manual labour the farmers put into caretaking the 

trees (Ulrik Nyvold). However, the price of seeds is around one-thousandth of the overall cost related to 

the production of a Christmas tree (see figure 1.4).  The costliest activity is farming. Farming is roughly 

put, trying to manual change the quality and the genetic of the seed. This is logically hard and difficult and 

therefore, a resourceful activity. Figure 1.4 illustrates the allocation of cost among the different stages in 

the value chain for a single tree. Figure 1.5 illustrates the difference between different farming intensities 

and methods. The number is per Ha. Figure 1.5 clearly shows that more intense farming raises the price 

significantly. However, more intensive farming is correlated to better trees in the end.   

 



 
 

 

 

 

figure 1.4: Production cost, Appendix 6                                                   Figure 1.5 Cost pr production method, (skovdyrkerne.dk.) 

What the figures doesn't show directly, is the negative correlation between the quality in the seed and 

the cost related to the farming. This increase the value for quality seeds. So, a farmer who has at intensive 

farming to produce a certain quality of trees, will need less farming to reach the same quality of trees if 

the trees where from TT seeds. 

Status today and the organization  

Organization:   

Tech tree today consist of three people Ulrik Nyvold, Sune Graae Norsker and Dr Pramod Gupta.   

Ulrik Nyvold: Since 2007 has Ulrik Kejser Nyvold been head of Levinsen Skovfrø A/S. He is responsible for 

buying and selling both nationally and internationally, administrative tasks, as well as customer visits, 

strategy and planning in Levinsen Skovfrø A/S. He has a Master of Science in forest and nature 

management from the University of Copenhagen (Treeseed.com)  

Sune Graae Norsker: Since 2018 has Sune Graae Norsker been CEO at Green team group. Green team 

Group is one of the leading companies in the Christmas tree industry with large plantations and several 

logistic centres distributed across Europe. (Lorry.dk, Greenteam-group.com)  

Both are also board members in various companies within the Christmas tree industry. And both are 

responsible for the daily and the business operations in TT  

Dr Pramod Gupta: is the leading person in SE and is the technical director of TT. Dr Gupta has in his career, 

been involved in R&D activities in the science of tree cloning for decades. He has a PhD with 30-years of 



 
 

 

work experience with one of the global leaders in forestry. Dr Pramod Gupta developed the first somatic 

embryogenesis in a lab for an American company. (www.treesforthefuture.tech)  

Status today:   

TT has experimental plots in different and diverse locations in Denmark. The experiment is conducted in 

different soils to help find the best trees for all different kind of soil. To keep track of the development TT, 

monitor the experiments by grading the trees based on factors such as Quality, Growth, Pest resistance, 

flushing, needle retention.  TT is, however, yet to sell their first plant. (Treeseed.com) As mentioned in the 

history of the company and the description, TT has connections to strategic partnerships in the case of KU 

and a laboratory in India through Dr Pramod Gupta. TT has the exclusive right to SE in the lab in India and 

exclusive right to the partnership with the University of Copenhagen through the patent (Ulrik Nyvold).   

Market information  

The market for Christmas trees is described as a commodity market, hence supply and demand (Ulrik 

Nyvold).  The supply and demand market consequently result in the price cycle in the industry. The 

demand is overall flat, but the supply is not. See figure 1.6 & 1,7. The oversupply happens when the 

industry sees high prices (due to undersupply), everyone starts planting more trees because they want 

some of the pie. This results in an oversupply years later. This leads to low prices. The low prices then 

scare off people, and the supply shrinks. Figure 1.6 & 1.7 shows as mentioned the supply and demand and 

Figure 1.8 shows the sales price for trees.   

 
Figure 1.6 & 1.7; Supply and demand 2010 and 2014 (Skovdyrkerne.dk) 



 
 

 

 
Figure 1.8; historical price development (Appendix 7) 

The cycle also affects farming. Due to the high competition, farmers invest more in getting the trees in as 

high a category as possible. That problem is twofold. First, as mentioned, the work put in does not make 

up for the gens and can, therefore, result in “wasted” money. Second, with prices falling due to the 

oversupply, the profit will decrease even more due to the extra investments.  

The market is characterized by production clusters in northern Europe and especially in Denmark and 

Germany. Denmark is by far the biggest export market. Figure 1.9 and 1.10 illustrates the demand (Blue) 

and the supply (green) for Christmas trees in the specific countries. Figure. 1.9 is from 2010 and 1.10 is 

from 2014. It shows a change in the supply and demand among countries but still leaves Denmark in the 

top as the biggest export market. However, as the graphs show production was in 2014 more spread-out 

across Europe than in 2010. 

figure 1.9; Supply and demand pr. country 2010, (Skovdykerne.dk) figure 1.10; supply and demand pr country 2014, 

(Skovdyrkerne.dk) 



 
 

 

2.0 Methodology  

2.1 Research Philosophy   

The overall research philosophy of this paper is pragmatic. The researcher believes that the question shall 

be the guidance, not a philosophy, in choosing methods and approach.  

The researcher believes an interpretive view is best suited to extract knowledge about the specific 

phenomenon. The reason for that is twofold. First, there is limited knowledge available public. This force 

the researcher to enter the social world of the research to gain knowledge. However, it is also believed by 

the researcher that an interviewer can enter the social world but still be objective in the collection and 

analysis of the data. Therefore, applying a positivistic view on axiology. In practice used in case of 

investigating each agent of the value chain. So, the researcher understands the world through the 

respective agents’ point of view (Saunders et al.,2012). This is believed by the researcher to give the most 

in-depth data on the unique phenomenon of a go-to-market strategy, due to the focus and importance of 

the value chain actors respond while maintaining objective to responses. Saunders et al. (2012) say 

interpretive perspective, as been applied above, is highly appropriate for marketing research. Saunders 

et al. (2012) “Not only are business situations complex, but they are also unique. They are a function of a 

particular set of circumstances and individuals coming together at a specific time.” (Saunders et al. 2011). 

This sums up very well the need for an interpretive philosophy and an explorative aim to fully understand 

and explore the situation of TT.     

The aspect of specific time also relates to the generalization of the research. Saunders et al. (2012) state 

that generalization is not of the most important for interpretivism. However, the researcher aims for a 

certain degree of generalization. Otherwise, the strategic recommendation would have very little 

significance in practice. The limited generalization is mitigated through taken an objective stand when 

entering the social world. However, the researcher also sees that an accepted view may change over time 

and may not be accepted in a year. Especially evident when talking about the market entry of disruptive 

innovation. As the aim of this paper is to gain in-depth knowledge of the go-to-market strategy for a 

specific company, the need for generalization outside this research question is therefore also limited, 

further mitigating the issues related to academic generalization.    

For answering the research question, the author acknowledges that an interpreting view is needed to gain 

in-depth knowledge of the industry. The author accepts that the research and collection of data cannot 



 
 

 

be value-free and objective. The researcher will always be, in the eyes of the interviewee, a person 

connected to TT.   

However, the researcher also believes in observable social reality. It is believed that the research findings 

can, to some extent, help TT with strategic recommendations on how they enter the market. However, as 

mentioned, it is believed that the objective philosophy research method was adequate in extracting the 

knowledge needed, so that is the reason for the overall interpretive approach for that matter.      

2.2 Approach  

The approach taken in this thesis is the inductive approach. The task related to the inductive approach is 

as follow; “(the) task then would be to make sense of the interview data you collected through your 

analysis. The result of this analysis would be the formulation of a theory, often expressed as a conceptual 

framework” (Saunders et al. 2012). In this research, the researcher entered the analysis with as little 

theory and bias as possible. Moreover, first, after conducting the interviews and analyzing both the 

primary and secondary data in an explorative manner, then the appropriate theory was selected, to best 

analyze the data. The data will lay the foundation for the litterateur review, which will result in 

frameworks that explain how TT should enter the market and optimize the value and the competitive 

advantages they have.    

Furthermore, the researcher believes that the less rigour methodology requirements often related to the 

inductive approach compared to the deductive approach, which is beneficial when the research takes an 

explorative approach (Saunders et al., 2012). This will provide the best strategic recommendation based 

on the most comprehensive analysis because of the freedom and explorative nature of the inductive 

approach. That would be highly limited if the aim were to accept or reject a hypothesis. Inductive 

approach, on the other hand, allows the researcher to explore alternative explanations. Furthermore, 

Inductive approach is argued by Saunders et al. (2012) to be more appropriate when operating with a 

small sample of subjects, compared to the large numbers as with a deductive approach. This correlates 

well with the interpretivism philosophy on data collection, which tries to find data through qualitative 

methods from small clusters of people (Saunders et al., 2012) To get different views of the phenomenon 

and thereby be better suited to explore alternative explanations. Making more relevant to help answer 

the research question, since a practitioner would rather have those as mentioned earlier, than research 

confirming that one specific framework is not adequate for this and that.      



 
 

 

2.3 Methodological choice   

The methodological choice in this paper will be mono method qualitative research design. The 

methodological choices were also shaped by external forces, which made the mono method the best 

suited for this paper. The external forces were the research timeframe correlated with the busiest period 

of the industry, which limited the agent available for focus groups. It further also limited the aspect of 

more quantitively data since most agents would see their resources better used on running their business 

than answering questionnaires.    

The choice of the method of collecting data is closely related to Philosophy. Denzin & Lincoln (2005) 

associates the interpretive philosophy with qualitative data. In this paper, it was chosen because it was 

the best way to answer the research question, hence a pragmatic view. However, to get the most out of 

it, the interpretive view was dominant in this state. Qualitative research in the form of different interviews 

is needed for the interpretive to conduct research. Because the researcher needs to make sense of the 

subjective and the socially constructed meanings, there are expressed about the researched phenomenon 

(Saunders et al., 2012). Critics of the mono method have been that it does not give the same richness to 

research and the opportunity to investigate the phenomenon researched in the same wat that multi-

method and mixed-method does (Saunders et al., 2012). The author of this paper, however, argues that 

the use of secondary data mitigates the believed lack of richness. The combination and complement of 

the two data (primary and secondary) have gained sufficient research richness and diverse views on the 

field of study.    

2.4 Research Strategy    

The analysis in this paper is a case study—the case study of TT. A case study is the study of a specific 

organization, location, person or event (Bryman & Bell, 2011) In this case the strategies on how to enter 

the market for the company tech tree. The case study strategy is supported by Saunders et al. which 

argues (2012); “a case study strategy can generate answers to the question “why”, as well as “what” and 

“how” questions”.  

The choice of selecting a single case study compared to multi-case study is multifaced in this specific 

research. Firstly, a single case study gives the researcher the option to observe and analyze a unique 

phenomenon. (Saunders et al. 2012). Furthermore, the outcome of a single case study can provide new 

insight, which might not have appeared otherwise (Brewerton & Millward, 2001).  



 
 

 

Furthermore, Saunders argues that a case study can enable the researcher to challenge the existing 

theory. In this paper done by applying different theoretical approaches and uniquely applying them to 

give the most insight into the case of TT. Furthermore, multiple case studies would be impossible since no 

other cases are available for comparison. The Christmas tree industry is very different compared to the 

industries the academic litterateur otherwise has described. It would therefore not be suitable rely too 

much on already existing cases from other industries. 

Critics claim that a small sample, in this case, a single case study, can make it difficult to make any 

generalization of the findings. That is not considered a problem for two reasons. Firstly, the study aims to 

gain insight and explore a unique case. Second, due to the approach in the analysis of the data (both 

secondary and primary data) in combination with the multiple sources allows the researcher to draw 

reliable conclusions from the case study (Saunders et al. 2012). This is supported by Bryman and Bell 

(2011), who argues that solely relying on one method (mostly qualitative) can be limiting. They equally 

believe in the benefits of applying quantitative data in a mixed-method approach to get more in-depth 

insight. However, as mentioned, this was not a possibility for this research.     

2.5 Time Horizon  

Saunders et al. (2012) argue that there are two different types of time horizon. There is longitudinal and 

cross-sectional. Longitudinal is used to study the change in a variable over time (Saunders). That was 

possible in this case study. Because of the characteristics of the case, in combination with the time horizon 

of the thesis. This thesis, therefore, rely on the cross-sectional approach, which means that the study has 

been conducted at a given point in time, by doing qualitative interviews in a relatively narrow time frame.    

2.6 Data collection   

Primary Data    

As mentioned in the methodological choice, there are several ways to conduct data collection. This 

research has, as mentioned, collected several in-depth and semi-structured interviews. The qualitative 

interviews are done specifically for this thesis. The interviews, therefore, helped the research to explore 

and gain unique knowledge with the specific context TT is operating in. The interviews were done on the 

native language (Danish) of the interviewees, as it would make the conversation flow more easily and 

therefor enhance the insight into their social world.  

In the table below (table 2.1), the interviews and conversations are listed.     



 
 

 

Name Company - Job Notes: Reference  

Ulrik Nyvold TT and Levinsen & Abies Explorative Interview Ulrik Nyvold  

Sune Norsker TT and green team Semi structured Sune Norsker 

Claus Jerram Danish Christmas trees  (Undocumented – due 

to tech issue) Semi 

structured 

Through follow up 

mails, therefor 

appendix  

 

Peter. L. Larsen Nursery In depth Peter L. Larsen 

Carl Johan Larsen Farmer In depth Carl Johan Larsen 

Ulrik  TT and Levinsen & Abies  (undocumented due to 

Tech issue) In depth 

Through follow up 

mails, therefor 

appendix  

 

According to Saunders et al. (2012), semi-structured interviews are beneficial for exploratory studies. In 

this case, the researcher could explore mechanism in the industry and in TT that could help provide the 

best strategic recommendations. Further, the use of semi-structured interview is argued by Bryman & Bell 

(2012) to; “(semi-structured) research method can be applied to keep more of an open mind about the 

contours, allowing concepts and theories emerge out of the data”. That match well with this paper since 

the beforementioned strategic recommendations is based on a conceptual framework for this specific 

case. The semi-structured interview also gives the interviewer flexibility to ask follow up question and 

challenge the interviewee when exciting answers and the topic was brought forward (Saunders et al. 

2012). Under the interview probing technique was used. Saunders et al. (2012); “(Probing is) especially 

important if the researcher is adopting an interpretivistic epistemology, which concerns the understanding 

of meanings that participants ascribe to various phenomena”. Probing helped the researcher to gain more 

in-depth knowledge and allowed the interviewee to explain and or build on their answer.   

The interviews have helped gained in-depth knowledge. By having an interview with actors across the 

value chain, differences, and shared belief has emerged naturally. The variety of actors has also helped 

gained triangulating through cross-checking statement with people of different beliefs and incentives to 

the statement and the research.    

As mentioned, Email correspondence was used as follow up to the interviews. This technique was mostly 

used to get something confirmed, and for follow-up questions that did not make in the original interview. 



 
 

 

This method allowed for a quicker and more natural response to the issues, than an “in-person” interview 

would. It also allowed the interviewee to have time to reflect on the follow-up question, and confirm or 

reject the question, increased the credibility of the answer.   

There has been informal and not recorded conversation between the researcher, TT and Danish Christmas 

tree. That was due to technical problems with Skype and Teams. It was agreed that the researcher at any 

point could contact TT or Danish Christmas tree over mail to gain confirmation on the topics discussed in 

the undocumented conversation. So, the paper will therefore not include any undocumented data.    

Secondary Data    

The secondary data comes from internal documents, interest group and industry magazines and 

newspapers. These sources of information will help validate the statements given in the interviews. 

Secondary data can be less suited for explaining and gaining knowledge since they are constructed for a 

different purpose than gaining insight into this specific case. Saunders et al. (2012) argue that the 

researcher has no real control over the quality of secondary data. In this paper, that bias has been 

mitigated by critical assessing the quality and credibility of the data. 

An example is investigating the authors of articles in industry magazines, as they often are agents in the 

markets themselves and therefore has an agenda with the publication. Therefor too biased articles or 

other sorts of information has been disqualified for use in this paper. One method to ensure the validity 

of the secondary data was to compare to data from primary data and other independent resources.    

However, some of the internal documents were made for reasons related to the research question of this 

paper. That mitigated to a high degree the disadvantages related to secondary data.    

2.7 Quality of data     

An issue with the conducted semi-structured interviews in this thesis is the repeatability (Saunders et al. 

2012).   However, semi-structured interviews and the aim of this paper is not to create repeatability. That 

is because the interview reflects reality at the specific time when the data was collected and in a specific 

situation, which may change over time (Marshall and Roseman, 2006).    

When conducted the research, the interview guide and the notes are saved. That will, to some extent, 

help other researchers to understand and reanalyze the data collected for this paper (Saunders et al. 

2012). That is an attempt to increase the reliability of the data without compromising the flexibility and 

the in-depth benefits a qualitative design forester. Saunders et al. (2012) The value of using in-depth or 



 
 

 

semi-structured interviews is derived from the flexibility that you may use to explore the complexity of 

the topic. Therefore, an attempt to ensure that other researchers could replicate qualitative, non-

standardized research would not be realistic or feasible without undermining the strength of this type of 

research. By keeping records, the advantages will not be affected.   

Interviewer and interviewee bias   

Before the first exploratory interview, the researcher had searched online and read a minor amount of 

news articles related to the industry. That too mitigate the level of knowledge bias. (Saunders et al. 2012) 

It is of extra importance in this case that the first interview was with one of the entrepreneurs from TT. 

Entrepreneurs are likely to be biassed towards their idea. By having some basic knowledge of this niche 

industry, it helps the researcher not to be too biased in the research. On the other hand, the knowledge 

acquired is argued to be necessary and should therefore not have infected the inductive approach.    

For the remaining interviews, an interview guide with themes and some broad questions was sent. That 

has allowed the interviewee to prepare for the interview, and this help to create validity and reliability 

(Saunders et al. 2012).    

The selection of interviewee also helps overcome the bias towards the new product and give a more 

neutral and objective view. Peter L Larsen competes with one of the founders (Peter L Larsen). Having to 

sides of the story not only help mitigate the bias in the data but also to increase the validity. 

Validity   

To increase the validity of the interviews, a wide variety of secondary data was used. That includes 

newspaper article, industry magazines etc.    

The concept of triangulation is discussed by Saunders et al. (2012). Triangulation refers to the use of 

different data collection methods to secure valid and credible data. In this paper, triangulation has been 

applied through studying the research question from different angles, and the research method 

triangulation has been applied by mixing secondary data with the primary data. This approach is not 

preferred by Saunders et al. (2012), but it is sufficient in this case, due to lack of other alternatives. 



 
 

 

2.8 Delimitations   

This paper will not focus on the retail industry. That is due to the long product life cycle in the industry, 

for these aspects to come in touch with the product, estimations are ten to fifteen years will pass. 

Therefore, it is argued to have a limited effect on the go-to-market strategy.   

The paper will also apply a geographical delimitation. The American market is not considered relevant to 

the analysis. That is due to the market demands a different tree sort than the one tech tree has. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 
 

 

 

3.0 Litterateur review  

The litterateur review will follow the structure mentioned in part 1. In each section the theories will be 

introduced. The introduction will show the researcher understanding of the theories which is argued to 

be needed to understand the critic and modifications that the researcher has to the theories. With insight 

into the researcher understanding of the fundamental in the theories, further research on the paper is 

made easier and it is easier to accept or reject the findings and evaluate their significance.   

3.1 External environment:   

The following section will provide an in-depth look at PESTEL and Porters five forces. These two theories 

help to analyze and explore the market. PEST(EL) will examine the macro-environment where Porters five 

forces will explain the meso-economic environment (Grundy, T., 2006). This combination will provide this 

paper with a comprehensive tool for understanding the external market.    

3.1.1 PESTLE   

Pestle provides an overview of the Political, Economic, Social, Technological, Environmental and Legal 

factors that influence the market. The PESTLE analysis will give the paper insight into macro-economic 

factors that influence the industry and the profitability of the company. Since the research paper is based 

on an inductive method, market knowledge market was obtained and narrowed down the number of 

subfactors. That is done to make the PESTLE analysis more specific and not just a list of overwhelming 

factors.    

Political Factors: Ecological laws, Nationalism  

Economic Factors: Economic growth  

Social Factors: Values towards climate change and sustainability  

Technological Factors: 3D printing  

Legal Factors: Import and Export    

Environmental Factors: Climate change  

PESTLE is not alone a reliable framework for producing a strategic orientation. “In carrying out a PEST or 

PESTLE analysis, it is all too easy to produce lists of factors, many of which may be of little or no importance 



 
 

 

in developing strategy... Developing a clear understanding of the cause-and-effect relationships between 

the factors in the PESTLE model is more challenging.” (Tovstiga and Aylward, 2008). To overcome this 

challenge in the paper, PESTLE is applied as factors influencing the Meso-economic level and through the 

combination of both developing a strategy is argued to become less challenging. The theory has been 

made more practical.  

Furthermore, by applying PESTLE to identify the factors in Porters five forces, this paper will get a broader 

view of potential factors influencing the industry. Furthermore, by analyzing the factors individually and 

then combined later potential overlap in sub-factors can be identified. With overlaps, it is argued that the 

subfactor/theme are more likely to impact the industry. The PESTLE will, therefore, work as an analytical 

tool to identify potential factors from the external macro-environment that the company needs to be 

aware of when designing its go to market strategy, but also Long-term. 

 

Own creation figure 3.1; PETSLE effect on the meso environment 

3.1.2 Five forces   

By examining the five forces, the strategist will gain insight into the present but also help to understand 

potential development in the industry (Porter, 2008). Below the five forces will shortly be elaborated. 

Porter (1980 & 2008) uses and incumbent to describe the effect of the forces and the competition. This 

paper will take a more holistic approach and then narrow it down to a start-up desiring to enter the 

market. Both methods are necessary to understand how to enter, but also how the entering will affect 

the industry. Furthermore, Porter five forces will work as an industry-specific tool to the PESTLE analysis.   

 Threats of new entrants    

Porter (2008) mentioned that incumbents have seven significant advantages over new entrants. This 

section will be described as more in-depth compared to the others due to its logical and necessary for 



 
 

 

start-up and entrepreneurs. Furthermore, it plays a direct role in the strategy related to market entry. 

What barriers are present and how shall TT overcome them. Furthermore, demystifying competition 

(Greenwald & Kahn, 2005) has new entries as the absolute most crucial forces of the five and argues that 

when a company creates barriers for new entrants, it is competitive advantages.    

Supply-side economics of scale     

Porter (2008) argues that these advantages arise when the incumbent produces a high volume and 

therefore, can enjoy a lower cost per unit. Moreover, by providing higher volume, they can also have 

advantages over the supplier because of its relative importance for the supplier's economy. The 

interdependency among the factors will later be discussed. Supply-side economics of scale is forcing the 

entrant or entrepreneur to either enter the market with a high volume and then also a higher risk (Porter, 

2008) or accept the cost disadvantages or create channels.    

 Demand-side benefits of scale (Network effects)     

This advantage arises when buyer's willingness to buy a product increases with the number of other 

buyers to that product increases, for example, factors as brand/reputation and the network of buyers 

(Porter, 2008). These factors will limit the willingness among buyers to purchase from a newcomer and 

therefore increase the barriers.      

Customer switching costs     

Customer switching costs refers to any additional cost a buyer will experience when switching vendor or 

product. High switching cost will deter new entrants for entry (Porter, 2008). The new product will, 

therefore, must provide additional value for the consumer to outweigh the additional one-time cost. With 

high switching cost the value of the new product need to be significantly better, to make customers 

change.    

 

Capital requirements    

Capital requirements are the number of financial resources needed to compete in the industry. In 

industries where unrecoverable capital is present, the barrier is extra high, that could be R&D and upfront 

advertising. Porter (2008) argues it is crucial not to give capital requirements to much importance. 



 
 

 

Furthermore, the case for this paper has already overcome this barrier. The focus will, therefore, be on 

how it can be used for their advantages when entering the market (Greenwald & Kahn 2005, Porter, 2008).   

Incumbency advantages independent of size    

This factor is broad; it covers everything from technology to strategic location to knowledge obtain while 

being active in the industry (Porter, 1980). In this paper, the mindset of the industry is also considered a 

factor. The mindset covers aspects as conservatism and risk awareness. These factors will create a barrier 

for new entrants. The customers in the industry will have a psychological switching cost (Ulrik Nyvold, Carl 

Johan Larsen).   

Unequal access to distribution channels     

For a new entrant's product to reach its buyer's distribution channels are needed. In some industries, 

distribution channels are packed, and there is no space for new entrants, and therefore they need to 

create their own. Less available distribution option will increase the barrier for entrants and making a 

market entry more complicated and require a radically different strategy than compared to the opposite.   

Restrictive government policy    

Restrictive government policies can hinder or aid entrants. It can decrease or increase the other barriers. 

Governments have the power to set the rules of an industry (Porter, 2008).   

Expected retaliation  

Porter does not include expected retaliation as a factor, but he does in his 2008 paper argues for its 

importance in an analysis of entry barriers. It is in this paper included it as the eight sub-force regarding 

new entrants. Have incumbents shown the behaviour of retaliation prior, if yes that is a good indicator for 

expected retaliation. However, in this paper, the predicted retaliation is very much related to the Rivalry 

among Existing competitor. That is due to the long staging time in the industry where no significant 

innovations have been present and the CV of the founders of TT (Porter, 1980).   

To sum up, Porter (1980 & 2008) argues it is not the actual entrants but the threat of them that hold the 

profitability down. For a start-up, it is, therefore, the task to a design strategy that can overcome the 

barriers without jeopardizing the profitability. Furthermore, in this paper, the analysis will also be used to 

identify sub-forces than can be used as competitive advantages in TT strategy.      

 



 
 

 

 Threat of substitutes     

Porter (2008) defines a substitute as a product with a similar function as to the product but does it by 

different means. Substitutes are always present but can be very hard to determine, and they can change 

depending on the steps in the value chain. For example, for an end consumer plastic tree and natural trees 

are a substitute (Sune Norkser). For a farmer, a natural tree of different sources (tree families) (Ulrik 

Nyvold) are substitutes. For a nursery, any given plant can be considered a substitute for a Christmas tree 

(Peter L Larsen).     

Substitutes limits the profitability of an industry by adding a price ceiling to its products. Too high a price 

compared to the value and the user will shift to a substitute. The threat of substitutes also increases if the 

buyers have a low switching cost. In this paper, the substitutes will affect as mentioned the price celling 

and therefor the price strategy related to strategic market entry. Furthermore, identifying the customers 

with less suitable substitutes will help TT to find a less competitive segment as the target of their strategy.    

 Bargain power of suppliers     

If suppliers in an industry are too powerful, they can steal the profit by increasing the price of their product 

or services. Warning signs of a too dominant supplier can be abnormal high market share also if the 

supplier does not depend financially on the specific industry. If the suppliers have a highly differentiated 

product or/and a patent to protects their rights, the power increases. Supplier power also increases if the 

substitution of their product is not favourable, and the switching cost is high (Porter, 2008). Finally, the 

bargaining power of a supplier increases if it can forward integrate into the value chain. If that is present 

companies shall carefully think about their profit margin compared to what the supplier is getting. Too 

big a difference can create an incentive for the supplier to integrate forward to gain a part of the profit 

(Grundy, 2006).      

 Bargain power of buyers    

The bargaining power of buyers is very similar to the power of suppliers. It is many of the same factors 

just flipped from supplier to buyers.    

The analysis of the bargaining power will help TT to understand the power relationships among the actors 

of the value chain. That is helpful for the market entry as it can highlight a segment which seems profitable 

(Porter, 2008).    



 
 

 

Rivalry among existing competitors.    

The rivalry in an industry can differ in many ways, from price discounting to new products (Porter,2008). 

Equal size and power among competitors can lead to leadership aspiration, which increases rivalry. 

Concerning the before mentioned lack of differentiation among products will increase rivalry and will be 

enforced by low customer switching cost. That will logically drive companies to decreases prices to keep 

or attract buyers (Porter, 1980). Porter (2008); “As important as the dimensions of rivalry is whether rivals 

compete on the same dimensions. When all or many competitors aim to meet the same needs or compete 

on the same attributes, the result is zero-sum competition" (2008). Moreover, Zero-sum will increase 

rivalry due to the finite available market. Therefor finding additional dimension to compete on is beneficial 

for TT.  

As mentioned in the section of new entrants, it can also be argued that the business war of retaliation is 

a factor for the force of rivalry among existing competitors, if no new entrants have been experienced for 

a certain amount of time. The same expected retaliation towards new entrants it the one among existing 

competitors.      

TT needs to identify the rivalry, so they know the playing field for their strategy. Are there any themes 

that they shall be extra cautious about when designing their market entry strategy?     

3.1.3 The forces interdependency   

As mentioned above the forces are interdependent of each other. Moreover, changes in one force will 

affect one or several different forces. It is essential to underline the interdependency is present. Often 

porter five forces are shown like in figure 3.2, but in this paper, the forces will in practice be used like 

shown in figure 3.3. That will give a better overview, and it will help the strategist to understand how 

strategic decisions will affect the whole industry. As mentioned above, each force is closely related to the 

four others, and the four other forces play a big part in shaping the fifth. A change spreads like rings in the 

water. So for this paper to better answer the research question and research objective one, it is argued 

that visualization of their interdependency is relevant.     



 
 

 

                      
figure 3.2; traditional visualization of porter five forces, Porter, 2008) Figure 3.3; This Papers more practical and truthful 

visualization of Porters five forces 

Porter (2008) mentions four strategic ways the five forces can be applied. In this paper, the focus will be 

on how to identify a less competitive segment. Furthermore, the analysis will help TT design a go-to-

market strategy which not only will enter the market but also take advantages of changes and shake up 

the industry to its advantages. Furthermore, concerning Hamel and Prahalad (1994) the mentioned 

themes above will also help TT to understand "future competitive position" as well as the present 

competitive position. To understand the "future competitive position" the PESTLE analysis will help 

identify macro factors that potentially can shape the industry. Moreover, by considering these, TT can 

design a strategy and business model that can compete in the present and the future, and how the future 

effects the present.   

For Porters five forces best being able to help to answer the research question and research objective 

one, it is essential to understand the critique of the theory. This way, the paper will not suffer under 

blindly trusting the theoretical framework.   

3.1.4 Critique:     

Porters five forces (1980) has received much criticism over the years. Due to the original date of the 

framework, it is based on markets and industries which has changed significantly over four decades.    

According to current literature, it is believed that Porters Five Forces model is outdated and needs 

refinement (Dobbs, 2014; Kim et al., 2012; Downes). Kim et al. (2012), for instance, questions Porter's 

models' applicability in the digital age. It is evident that when Porter developed his model, it happened 

during a different business context, which Kim et al. (2012) call the brick-and-mortar firm. Downes backs 



 
 

 

that. He also argues that the five forces are inadequate and needs three new forces. (Downes). The three 

forces are Digitalization, Deregulation and Globalization (Downes). 

Porter (2008) argues that the competitiveness is still best understood by the five forces but acknowledge 

there has been a significant change. The characteristics of the digital age, such as digitalization, 

deregulation and globalization, are not forces but should be viewed as Factors (Porter, 2008). These 

factors influence the competitiveness in the industry through the changes their effect on the five forces. 

In this paper, digitalization is a technological factor of the PESTLE analysis. Deregulation is a Legal factor. 

Globalization is a combination of several factors, influencing both economic, social and political, but is still 

capable of being described by the PESTLE analysis. Besides, this paper will, as mentioned, also draw on 

Grundy (2006) on how the PESTLE analysis also affects the industry level. This way mitigates the argument 

for new forces since they are already present in an additional framework.    

Porter has further been criticized for oversimplifying the value chain (Grundy, 2006). "for example, 

invariably 'buyers may need to be both segmented and also differentiated between channels, 

intermediate buyers and end consumers" (Grundy, 2006). As a result of this, Grundy suggests separate 

analysis for the different stages of the value chain (Grundy, 2006). In this paper, the difference among 

buyers along the value chain is analyzed. As sources confirm the interrelation among the actors in the 

value chain (Ulrik Nyvold, Sune Norkser, Carl Johan Larsen, Peter L Larsen)  

3.1.5 Sub-conclusion  

It is evident how the combination of PESTLE and Porters five forces are suitable for explaining the 

influence which the external market will have on the go-to-market strategy, hence research objective one; 

How does the external environment influence the strategic decisions? Furthermore, the focus is not only 

on how the industry is affecting the go-to-market strategy but also how the strategy and TT can exploit 

the forces is evident, hence the research question; What go to market strategy will best optimize the value 

and competitive advantages of the start-up tech tree? 

 

 

 



 
 

 

3.2 Internal analysis  

RBV does the opposite of the five forces takes the inside-out view. The RBV focus on the internal resources 

for creating Sustain Competitive advantages (SCA). Barney (1991) argues that the resources controlled by 

the company are either tangible or intangible asset; this argument is supported by Draft (1983) and 

Wernerfelt, (1984). It is, therefore, the use of these resources in TT that shape some of the SCA of the 

firm. It is in the internal resources the company find the opportunities to create value by implementing 

and maintaining strategies (Barney, 1991). That is beneficial for answering the research question and 

research objective two. It further also influences the research objective number four. As shown in the 

beforementioned section, Porter shapes the strategy around the external environment. However, this 

thesis argues that by combining the two theories of strategy, a company is better suited to find a place in 

an industry where it can utilize its internal SCA to achieve a profitable position.  

To potentially identify SCA, it is vital to know if the competency inside the start-up to execute the strategy 

are present, hence research objective two; Is TT internally capable of competing in the industry? For that, 

the framework of Rangone (1999) is beneficial. Rangone (1999) looks at CA from a small and medium 

enterprise level. That means that the competency he highlights is of specific use for SME. That makes his 

thought ideal to answer the research question and the research objective mentioned.    

Rangone (1999) explains that Small and medium enterprises have three competencies and resources, 

which are the most important to analysis and an additional category, others. It is believed that TT can be 

considered a small enterprise even though they are more accurately characterized as a micro-enterprise 

(SME.eu) It is argued that the competencies and resources mentioned by Ragone (1999) are very relevant 

for TT. It is, therefore considered an applicable theory. The four categories are Innovation, Product, 

Market and Others.    

Innovation competencies: The competency to develop product and processes which are superior to the 

current market.    

Product competencies: The competency to manufacture and deliver products/services to buyers which 

fulfil their requirements.    

Market competencies: The competency to promote and sell the product in an efficient and economically 

responsible way. (Rangone 1999). To this category, the paper will add market knowledge and experience 

as a parameter. That is due to the beforementioned hidden knowledge in the industry. Market knowledge 



 
 

 

and experience are related to the competency to promote and sell a product in a relatively closed niche 

industry (Ulrik Nyvold, Sune Norsker).    

Others: Entrepreneurship and additional access to knowledge and resources.    

After an analysis of the internal capabilities of TT to identify competencies and resources that are 

correlated to the four categories, the categories and their competencies and resource will be analyzed to 

see whether they are SCA trough the VRIO framework (Barney 1995). By applying VRIO to Rangone (1999), 

the competency which is needed to compete as an SME is further being analyzed to whether they are 

potential SCA, Hence the research question.     

The VRIO framework consists of four criteria that a given competency much fulfil to be considered SCA.    

Value: Is the firm able to exploit an opportunity or neutralize an external threat with the 

resource/capability?   

Rarity: Is control of the resource/capability in the hands of a relative few   

Imitability: Is it difficult to imitate, and will there be significant cost disadvantage to a firm trying to obtain, 

develop, or duplicate the resource/capability?   

Organization: Is the firm organized, ready, and able to exploit the resource/capability?" "Is the firm 

organized to capture value?    

(Barney, 1995)  

As with Porters five forces, it is vital to evaluate the theory critically. VRIO has received criticism for being 

tautological. The criticism is that the theory benefits from tautological arguments because the resources 

are defined in terms of their performance. That makes the theory difficult to verify through a test (Priem 

et al., 2001). Further, it is criticized for using hard to define variables which again makes it challenging to 

investigate and validate the theoretical framework (Godfrey & Hill, 1995). It can also be argued that it is 

hard to determine whether a start-up has the question of organization is applicable for a start-up since a 

start-up is not fully established yet. In this paper, the question of organization will, therefore, be analyzed 

more holistic in the attempt to identify internal capabilities and resources that, in the future make it 

possible to fulfil the answer of organization. This aspect is discussed with the use of the Lean start-up and 

business model canvas.    



 
 

 

3.2.1 Sub-conclusion   

Even if the framework lacks empirical evidence, it still argued to be essential and relevant for this paper 

in answering the research question and the research objective. Furthermore, the data collection support 

the use of an internal analysis as a tool for SCA. VRIO can help the strategist to focus on resources which 

are valuable and should be taken care of, and opposite identify resources which are not valuable and 

maybe take too much focus. In short Rangone (1999) is used to answer the research objective; Is TT 

internally capable of competing in the industry? By analyzing the four competencies. Then VRIO (Barney, 

1995) is used to analyze the competencies further and connect the prior analysis of the research objective 

to answering the research question; What go to market strategy will best optimize the value and 

competitive advantages of the start-up tech tree? If the competencies are not at least V and R, they are 

not sufficient to compete.   

3.3 Strategies - Blue Ocean and Pricing 

3.3.1 Blue Ocean Strategy (BOS) 

Blue ocean strategy diverse from Porters (1980) three generic strategies, which would have been a natural 

path to take due to the use of porters five forces. However, in this section, the argument for using the 

blue ocean strategy is better in term of answering the research question about enhancing the value 

perception of the relevant product.   

"...companies in these industries tend to view their businesses as commodity businesses with little room to 

offer innovative value. That has effectively created a self-fulfilling prophecy in that the more these 

companies view their businesses as commodities, the more they treat their businesses as such. Secondly, 

the more removed companies are from the final customer, the more levers there are to unlock innovative 

value as every company in that chain can be viewed as a customer. If a company cannot see an opportunity 

to unlock innovative value for the next direct customer in that chain, there are still opportunities to unlock 

innovative value for that customer's customers, and so forth" (Blueoceanstrategy.com). These lines of 

thoughts reflect the situation entirely, which TT is in (Ulrik Nyvold, Sune Norkser, Peter L Larsen). 

Furthermore, it supports the choice of applying BOS, and the frameworks behind to help answer What go 

to market strategy will best optimise the value and competitive advantages of the start-up tech tree?   

Blue Ocean Strategy (Kim & Mauborgne, 2005), urge companies to break out of the red ocean 

(Competition/porter five forces view on strategy) and create their own new Blue Ocean (Competition is 

irrelevant) (Kim & Mauborgne, 2005). Blue ocean strategy consists of several models and frameworks 



 
 

 

which shall help the company to define its new strategy. Kim & Mauborgne (2004) argues that it is possible 

to decrease cost and increase value through their theory and thereby create value innovation (Kim & 

Mauborgne 2005). Not possible, according to Porter (1980).  

Kim & Mauborgne (2005) says there are three characteristics of a good strategy. Focus on the primary 

thing to outperform its competition. Diverges, so the competitors in the industry become irrelevant 

through differentiation. The compelling tagline to easily communicate the strategy. These three aspects 

are of importance to TT as they can help communicate the value of the product. This paper will focus on 

specific models due to their synergy of the other chosen theories. The models are; Strategy canvas and 

Four action framework. BOS will help TT to enhance the value and keep cost low, which should lead to 

profit.  

Strategy Canvas    

The strategy canvas can help TT to build their go-to-market strategy, Kim and Mauborgne states; The 

strategy canvas is both a diagnostic and an action framework building a compelling Blue Ocean Strategy" 

(Kim & Mauborgne, 2005). It has two primary purposes. First; the horizontal axis provides an overview of 

the factors that currently deliver value to the customers. Second; the vertical axis shows the value that 

the customer's gains from the elements outlined on the horizontal axis. Depending on whether the factor 

scores high or low the investment by a company on the factors should correlate. The total score of all the 

competing factors provides the company with a value curve. Furthermore, it is the creation of new factors 

that will help TT to a more significant value curve.   

In this paper, the strategy canvas will help to identify the actors in the value chain that are to gain the 

most from the product advantages from TT—increasing the changes for product to market fit (Blank, 2003 

& Andressen 2007). The strategy canvas will work as a segmentation tool. By identifying the actor who 

gets the most significant jump in value, is also assumed is the one whom more likely are to demand the 

product. This approach will significantly help TT concerning;"...the more removed companies are from the 

final customer, the more levers there are to unlock innovative value as every company in that chain can be 

viewed as a customer. If a company cannot see an opportunity to unlock innovative value for the next 

direct customer in that chain, there are still opportunities to unlock innovative value for that customer's 

customers, and so forth". The alternative use of the strategy canvas will help find the optimal customer 

which will optimize the value perception of the product, hence research objective and research question.   



 
 

 

The strategy Canvas still helps TT to identify its product advantages and indirect evaluation of the current 

market. Cost and value are the two main factors for a company to focus on when entering a market, hence 

value innovation. Kim and Mauborgne (2004) argue that the creation of value should happen through 

change, and the revision shall result in new factors on the strategy canvas (Hbr/valueinnovation). 

Opposite to Porter (1980, 2008), the focus shall not be on the competition but instead go for alternatives. 

This way, the company will look beyond industry boundaries and create value to a lower cost, than 

compared if they are to focus on the current competition. This approach to the framework very well 

compliments the segmentation in porters five forces. Porters five forces focus on competition, and here 

the approach is the delta in value (Porter, 2008). In the optimal world, the two segments should overlap. 

After the segmentation, the four-action framework will help to extend the value curve for the chosen 

segmentation and to identify services which create additional value. Furthermore, the value-based 

segmentation will find the customers who value the product the most and thus help to answer the 

research question and research objective two.   

Four action framework   

As beforementioned, the four-action framework will help to create a new and better value curve. 

Furthermore, it will help the company to both decrease cost and increase value. This view is in direct 

contrast to the strategic recommendation of Porter (1980) and his three generic strategies. The reasoning 

and argumentation for chosen BOS as a complementary framework to porters five forces (1980, 2008), 

and stay from its natural choice of strategy framework (three generic strategies). Kim and Mauborgne 

(2004) argue that through the four factors, two, which will lead to cost reduction and two for value 

creation, TT can create a unique strategy and product for its customers. That will make the competition 

irrelevant; the thought behind the ERRC grid is used when analyzing the factors (Kim & Mauborgne, 2005). 

The four factors are:    

1: Which of the factors that the industry takes for granted should be eliminated?    

2: Which factors should be reduced well below the industry's standard?   

3: which factors should be raised well above the industry's standard?   

4: which factors should be created that the industry has never offered?    

These analyses are done on the value curve of the segment, which gains the most value from the product. 

With any contradicting segmentation compared to Porters five forces, it is argued that the Strategy canvas 



 
 

 

should be weighted more heavily. Blue Ocean strategy should be able to mitigate the competition by 

making it irrelevant (Kim & Mauborgne, 2004). Porter five forces will not be obsolete. It used to identify 

the mechanism related to the other segment, as the whole value chain has been analyzed, as Grundy 

(2006) suggest.   

As done priory, the theory will be looked upon critically to make sure they are suitable for answering the 

research question and the research objectives.   

3.3.2 Critique of Blue Ocean Strategy   

Kim and Mauborgne have received criticism for only describing success stories in their book. They do not 

discuss or mention any failures in applying BOS. That is a scientific issue since it is questioning their data 

collection and methodology. Nevertheless, for this paper, it is still relevant. By showing all the success 

stories from applying BOS, it shows that it is possible to both achieve low-cost strategy and differential, 

as Porter (1980) claimed it was not. Porter argues that if companies were to take a combination of both, 

they would end up with the fourth strategy, which often would fail (Porter, 1980).    

BOS has also received counterarguments on the assumption that a company can create new demand. It 

is argued that it is not possible to invent a demand; companies transfer demand from one industry to 

another (Herman, 2008). Therefore, companies will still face competition. Furthermore, this paper 

believes and assume that competition never ends. Furthermore, BOS strategy can, thus, not alone achieve 

SCA and long-term success. BOS need to consider the industry and positioning, RBV and keep innovating 

to achieve SCA. This support the case for having new theories to help answer the research question and 

in achieving a more definite strategic recommendation.   

Burke (2009) argues that BOS is seldom uncontested and especially in the beginning must focus on 

competition as well. Therefore, it is argued that Porter Five forces (1980, 2008) are also of significant 

relevance in market entry and needed to answer the research question. Nevertheless, the focus on 

keeping cost low and focus on what creates value are still essential, as it is the second part of the research 

question and the primary focus of research objective two.     

Kim and Mauborgne (2005) argue that the frameworks are actionable. The power as an actionable 

framework for creating innovative ideas is argued to be limited, according to the researcher. They state 

in the ERRC grid that companies need to make a comprehensive analysis of the firm and across industry 

borders, and this will help them identify new aspect. It is argued that this is not enough to foster an 

innovative solution. Therefore, the innovativeness of the BOS relies heavily on the innovative internal 



 
 

 

capabilities of TT. To overcome this aspect and better answer the research question and research 

objective, the author has benefited from being an outsider. That create different solutions due to the 

different way of thinking compared to the industry mindset. Furthermore, to overcome this problem in 

the long run as part of the strategic recommendation, the Lean start-up approach is applied. That is 

assumed through its acceptance to "failure" to help create a more innovative mindset of the strategist in 

TT. Furthermore, as mentioned the internal capabilities concerning innovation are being also analyzed, 

and this will help determine the creative thinking and innovative thinking internal in TT.    

PESTLE and Porters five forces are also a framework which can help the strategist to discover opportunities 

which it then innovatively can act on, which create a synergy with the research approach and philosophy. 

However, porters five forces are within the industry and not looking beyond its borders. 

 

3.4 Pricing strategy  

These two statements beautifully illustrate the importance of a setting the price right, and its 

problematization. "80–90% of new products launched to market are underpriced" (Inc.com). That means 

that the company lose out on their revenue stream. Second, this (the low price) not only harms the 

product's immediate profit potential but also negatively affects its long-term potential as customers 

develop an anchor based on the product's initial (low) price (Lowe & Alpert, 2010). Moreover, the addition 

to the loss of income the low estimate has a multiplier effect since the buyers will start to view the product 

less valuable (Inc.com and Lowe & Albert, 2010).  

That highlights the importance of the right pricing strategy, and the effect it has on the value perception 

of a product, hence Research question and research objective. That support the decision on having the 

pricing strategy as a reference point when designing the Business model, hence the structure of the paper.   

To the focus of value, the original thinking of covering the cost (often result in too low a price) is, however 

still evident (Monroe, 2003). Monroe (2003) says that the price-setting should be done on the base of a 

price floor (cost) and price ceiling (superiority in value). Superiority in value reflects the product 

advantages over competing products (Gatignon and Xuereb, 1997). However, managers face problems 

when the new price ceiling is high. The higher the margin between floor and ceiling, the harder the task 

is (Ingenbleek et al. 2013). Here taken into consideration the market price of the competing products can 

help narrowing down the margin and ease the price-setting (Ingenbleek et al., 2013). That is problematic 



 
 

 

in the case of TT as their product disrupt the industry by a product with huge advantages (Ulrik, Sune). 

That will make the task of setting the right price difficult for TT (Ingenbleek et al. 2013).  

The difficulties with setting a price that is not too low can be overcome with price skimming. Price 

skimming suggests setting the price high and then gradually lowering in it. The assumption is that the 

product will skim the profit from buyers early, this is possible due to lack of competitors and therefore a 

monopolistic position and/or the low sensitivity to price from innovators and early adaptors (Marn et al. 

2003). This approach is also coherent with the recommendations from Kotler & Armstrong (2012) that if 

the product has differentiation and the ability to protect its competitive advantages, a Skimming strategy 

is preferred. The opposite of the beforementioned Skimming strategy is penetration. Penetration strategy 

is offering an initial low price, close to the price floor or even below the price floor. That is done to reach 

a more significant market share quickly and to rely on word of mouth as a beneficial marketing tool. The 

strategy assumes that when people have tried the product at a low price, they will grow fond of it and 

continue to buy it when prices rise later. Penetration strategy effectiveness does as Skimming strategy 

also relies on industry mechanism to work. As mentioned there need to be some networking for the word 

of mouth to be relevant. The underlying assumptions in skimming and penetration strategy much rely on 

the mechanism of an industry. This further support the use of Porters Five forces. The forces can support 

TT and the two different strategies in identifying forces in the Christmas tree industry which will hinder 

the beforementioned benefits of the strategies. Without the market knowledge, the two kinds of strategy 

would have a limited effect on answering the research question and the research objective.  

Even if the value at the end of the product lifetime as given a significantly higher value than the product 

of an incumbent, some people are loss averse and will, therefore, be scared off by the higher price and 

the uncertainty related to trying a new product. This case is supported by prospect theory. Prospect 

theory implies that because people are loss-averse, they will be sensitive to low prices in purchase 

decisions (Tversky & Kahneman, 1991).    

3.4.1 Price setting practices and moderating valuables    

Ingenbleek et al. (2013) argue for the importance of understanding the market competitiveness when 

setting the price and the effect it has on product performance. Here the framework of porters five forces 

and the PESTLE will help TT determine that factor.    

Ingenbleek et al. (2013) also argue for the importance of knowing the product advantages in the new 

product compared to one of the incumbents. So, the tailored framework of Rangone (1999), combined 



 
 

 

with VRIO, will help make an informed decision. Furthermore, it has the value innovation analysis from 

BOS helped diagnose the parameters where TT will be superior to the current products.   Also, the relative 

cost is an important variable. It has been mentioned before as the price floor. The above three factors are 

the moderate factors. These will affect the price-setting correctness and product performance 

(Ingenbleek et al. 2013). Thus through their analysis provide essential knowledge for TT on what price 

strategy to use in their go-to-market strategy.  Ingenbleek et al. (2013) take a stand in three price-setting 

factors. Cost-informed Value-informed, and competition-informed pricing. These price-setting factors will 

function as a guideline for the price-setting framework. Below is a figure showing the performance of the 

different price settings.    

   

0 = no effect, + = positive effect, - = negative effect  Ingenbleek et al. (2013)  figure 3.4  

  

As mentioned, these key findings are guideline together with the theory of skimming and penetration. 

The combination of the two allows TT to make his decision on a more comprehensive analysis. The effect 

of skimming and penetration can be applied to different price-setting factors. For example; Cost informed 

pricing had a logical connection to penetration. As low as a possible price that still covers the cost or even 

below. An Example with Skimming is the Value-informed where the focus is on capturing all the value. 

Furthermore, in the case of disruptive innovation, it is assumed it will be higher.    

To further design the pricing strategy and the pricing strategy approach, entrepreneurial pricing will be 

applied as well. That gives the strategist the option to further developing the price strategy and potentially 

turn pricing and the capabilities into a competitive advantage for TT.       

3.4.2 Entrepreneurial pricing    

Another pricing strategy to take into consideration in choosing a price strategy is entrepreneurial pricing. 

Entrepreneurial pricing makes it stand on the assumption of a fast-changing business environment. 

"Furthermore, environmental conditions that are increasingly dynamic, frequently hostile, and complex 

create a need for opportunistic or entrepreneurial pricing" (Pitt et al. 1997). That again relates to the five 

forces. Therefore, the underlying concept of entrepreneurial pricing is to be relevant in price setting for 



 
 

 

this paper. Furthermore, the concepts in Entrepreneurial pricing is used as markers for TT. How does the 

pricing strategy relate to each of these factors there correlated to optimise the value of the product and 

potential can help TT develop SCA in pricing capabilities?  

Cost-based vs market-based   

Pitt et al. (1997) add to the marked based definition that it is much more customer-centric than cost-

based. That creates a synergy between the BOS and the LEAN start-up and Business model canvas and 

pricing as it better to reflect the value of a product for a customer.      

Risk-averse or risk assumptive   

As mentioned, the risk mentality will influence the company's decisions. Risk-averse pricing is in this case 

not related to the customer but the organization setting the price. Risk-averse pricing is to traditional and 

will rely too much on its competitor. However, with disruptive product risk, assumptive will serve the 

product more justice. Nevertheless, will this approach also increase the risk of producing a loss. However, 

this should be a calculated risk, so that it will create a bigger payoff if it succeeds (Pitt et al. 1997).   

Reactive or pro-active   

As before the choice for a disruptive product is rather straight forward. A pro-active pricing strategy 

should accompany the product (Pitt et al. 1997). It shall be the start-up that shakes things up a bit, hence 

risks assumptive. It will also help TT separate itself from the competitors.    

Standardization or flexibility    

How willing is TT to design his price structure after the needs of the buyer? Is TT willing to be flexible, if 

so, it can result in higher value perception from the buyer. Flexibility will, therefore, enhance the overall 

value the start-up can produce. It again contributes to the assumption that a customer-centric view can 

create value (Pitt et al. 1997).     

Entrepreneurial pricing can benefit from market analysis and market knowledge, but simultaneously also 

be beneficial when applying the lean start-up methodology. This methodology lets the start-up 

experiment with pricing without going all in. It, therefore, makes it easier to be risk-seeking, since a 

negative outcome will be minimized due to its minimal "investment". It is, therefore, up to the start-up to 

see the responses to the test and afterwards act (Ries, 2011). The combination of the two theories makes 

a powerful tool for TT to experiment through real-life information on their price strategy and price setting.    



 
 

 

The combination of the different pricing methods related to entrepreneurial pricing will be compared to 

the Rangone (1999) and VRIO framework (Barney, 1991) to identify whether the necessary capabilities 

are present in the company and if it has the potential to be SCA.    

3.4.5 Pricing Strategy approach  

The price-setting approach starts with taking into consideration the external involvement, VRIO, and the 

value canvas. With these factors, the intensity of the competition is defined, as well as product advantages 

(Porter, 2008; Kim & Maubornge 2005). The cost-informed is argued not to require an in-depth analysis; 

it is the accumulate cost of producing the product. The different strategies, which is overall described as 

value informed, cost informed, and competition informed can be used as a guide for analyzing a chosen 

pricing strategy and help identify the right price and it how the strategy is expected to perform in the 

market. Entrepreneurial pricing gives the strategist to option to design a strategy, under the three mains, 

that not only make the price strategy a static one-time decision but can transform the pricing strategy of 

a company into a vital capability. This pricing strategy approach will help answer the overall research 

question; What go to market strategy will best optimise the value and competitive advantages of the start-

up tech tree? By applying a pricing approach which emphasizes the importance of the actual value and 

how pricing can be SCA. Further, the approach help answer the research objective; What overall strategic 

orientation and pricing strategy will help TT to reflect the value of the product? 

 

 

 

 

 

 

 

 

 



 
 

 

3.5 Business model creation and Lean start up  

(see figure 3.6 for this papers Business model canvas.)  

 Osterwalder (2004) sees business models (BM) as laying in between the business strategy and the 

business organization. BM is the financial transposition of the business strategy, strategy implementation 

of the firm's vision and strategy into a value proposition. Meyer (2007) agree with Osterwalder and argues 

that the business model and especial strategic business model choices have a significant implication on 

financial outcome related to new products.   

Alexander Osterwalder put his business model out for the public to modify and to further due work on it. 

One of the more recognized developments of the Business model canvas (BMC) is the LEAN canvas 

(Maura, 2013). The Lean Startup (Eric Ries, 2011) inspired the LEAN canvas by Maura (2013). Muara (2013) 

argues that through the ideas of the Lean start-up, his LEAN canvas is better suited for a start-up, than 

Osterwalder’s BMC. This paper has drawn inspiration from all three thinkers to develop TT's business 

model canvas which is best suited to support the go-to-market strategy that best will optimise the value 

and competitive advantages of tech tree?   

Two of the new elements in the LEAN canvas is the Problem and Solution rubrics. These two are very much 

related to the Lean Startup by Eric Ries (2011). The problem rubric is chosen for this papers BMC because 

many entrepreneurs lose sight in solving the right problems for the customer, hence not customer-centric 

(Maura, 2013). Eric Ries  (2011) says the important in his methodology is the check whether the product 

helps the customer with a problem, hence create value for the customer. Ries (2011) argues for 

experimentation and hypothesis to find the solution to the problem. In this paper, a product is already 

developed (Minimum Variable Product), and to some extent, the solutions are known (Sune Norsker, Ulrik 

Nyvold). Therefore, the focus will be on how the business model can support the go-to-market strategy 

with services. In combination with Ries (2011) argumentation that knowledge should be obtained through 

hypothesizing and experiment, it is argued that having the problem and solution as a header for the canvas 

as beneficial (see figure 3.6). This way, when experimenting with the different hypothesis and their effect 

on the business model, the entrepreneur will not lose sight of the vital, the problem and the solution.    

The author, therefore, also believe that a rubric with the hypothesis is needed. That will, together with 

the Problem and Solution function as a permanent aspect of the Business model (see figure 3.6). The 

rubric also serves as guidance for the remaining canvas. That will create a more in-depth innovation 

valuation. That will provide TT with a more practical innovation accounting than the key metrics used by 



 
 

 

Ries (2011) and Muara (2013). For that reason, also the Key Metric is obsolete for this paper. TT can now 

see how different approaches affect the business model and the practical implications. The entrepreneur 

may have a partnership that is an SCA that it can benefit from, and in the proposed way he can quickly 

see how the hypothesis and the potential pivot or persevere effect the SCA and the rest of the business.      

 Maura argues that often too much attention among entrepreneurs are focused on the solution and not 

the underlying essential business set-up (Maura, 2013). Therefore, it also argued in this paper that key 

activities and Resources and partner are still essential for TT, even though Maura himself leaves them out 

of the LEAN canvas. The argumentation emphasizes that for the beneficial use of BOS. It further helps TT 

not to fall into the pitfall if pursuing differentiation (Porter, 1980), that the entrepreneur loses sight of the 

expenses and the value added to the product diminish as expenses continue to rise (Porter, 1980). It is 

claimed to be extremely relevant for the practitioners to keep track of the cost. Without a focus on cost, 

it is argued to be impossible for the entrepreneur to reach the end of the road and become profitable. 

That is furtherly important for the synergy with blue ocean strategy. Where the strategist shall identify 

areas where cost reduction is possible if no value is created. By having these factors in-mind the BMC 

design will also provide a better foundation for TT execute the go-to-market strategy, hence how research 

objective four helps to answer the research question.   

Partners are vital as they often are referred to as suppliers or key partnerships. Furthermore, the industry 

TT operates in revolves around partnerships (Carl Johan Larsen, Peter L Larsen, Sune Norsker) Suppliers 

are essential to keep track of. The five forces framework also emphasizes the importance of suppliers, and 

it is therefore argued that they should not be left out. It is also a tool to analyze whether the current 

supplier provides enough quality compared to the cost. As mention to achieve Value innovation, the cost 

shall be reduced as much as possible only to have what create value left (Kim & Mauborgne, 2005). The 

same is said about key activities, what key activities are providing the company/product with cost and 

which are not. Moreover, how do these key activities and partnerships help solve the problem that the 

entrepreneur is trying to solve?    

Cost and revenue or for logical reason kept, revenue minus cost is the profit, and all entrepreneur's road 

should lead to being profitable. This paper has the revenue model as of extra importance. That is due to 

the argues importance of the pricing strategy. The revenue model is the base, which the canvas is 

structured around.  



 
 

 

Finally, the centre of the canvas is kept as the value proposition. In this canvas, the value proposition (VP) 

will be focused on the product in the beginning. That is due to the high product advantages it has. 

Furthermore, the VP rubric shall function as a goal for the experiment and BMC configuration to end up 

as a part of the VP. The VP is, therefore, closely related to the problem and solution rubric. The VP should 

be TT's business solution to the problems. That is again argued to give TT a business model which is suited 

for supporting them in entering the market and stay competitive. Furthermore, answer the research 

question; What go to market strategy will best optimise the value and competitive advantages of the start-

up tech tree? 

Hypothesis Problem VP Solution 

Key Partners Key resources Unfair 

advantages 

Customer 

Key activities Channels 

Cost 

Revenue model 

Figure 3.6; BMC for this paper, own creation  

 

 

 

 

 

 

 

 

 



 
 

 

4.0 The Analysis 

4.1 The External environment  

The analysis will help answer the research object - How does the external environment influence the 

strategic decisions? and help to answer the research question. This will be done through the mentioned 

framework in the litterateur review, PETSLE and Porters five forces.  

4.1.1 Macro-environment analysis  

The Factors for the PESTLE analysis are chosen on the knowledge and insight from the in-depth interviews 

and extensive reading of industry-specific news. The authors have, on that behalf subjective chosen what 

factors will provide the most vital knowledge in explaining the macroeconomic market of the Christmas 

tree industry.    

TT will deliver a new product into a global value chain. The political aspects will have a focus on the 

European continent as Europa is the market for creating revenue. It is, therefore, these factors there will 

affect the market entry for TT.   

Legal   

The export inside Europe has limited legal complication that will affect the industry mechanisms and 

therefore, the strategy and business model of TT (Ulrik Nyvold, Sune Norsker). In the traditional value 

chain, seed vendors need a license to export seed from Georgia, and this is, not relevant for TT.    

Political    

In general, Europe is a stable political environment (Theglobaleconomy.com). That is beneficial for TT 

since radical political changes are less likely to happen. There are, however, some changes which are of 

the importance of TT.    

Environmental certifications criteria differ from country to country. For example, Germany has less strict 

laws on when a product is ecological. That means that TT can sell its product to German farmers, and the 

final three can earn the label ecological. That is not the case for Denmark. TT still do not know if the 

production of the seed is categorized as ecological according to Danish standards. However, due to EU 

laws, a product labelled in Germany as ecological can be exported to Denmark and then also gain the label 

as ecological (Ulrik Nyvold). 



 
 

 

Moreover, due to the increasing focus, all the way from governments to business to consumers, on climate 

sustainability, the ecological label should be of focus for TT and its go-to-market strategy. The increased 

focus influences the entire value chain through the overall demand. It should be noted that the recourses 

required to farm an ecological tree are significantly higher (www.christmastree.dk). However, currently, 

the ecological tree also only makes up a tiny bit of the Danish market, which is partly explained by the 

cost (Ulrik Nyvold). The difference in requirement will make Germany an attractive market if the ecological 

trend continues. Furthermore, will a TT tree require less maintenance than a typical ecological certified 

tree and mitigate one of the most significant drawbacks of making ecological trees 

(www.christmastree.dk, Ulrik Nyvold). Therefore exploiting the ecological opportunities through the go-

to-market strategy can be beneficial.    

Since the UK has decided to leave the EU, new trade agreements are inevitable. The UK is a big market for 

import of Christmas trees and in exporting. It is, therefore, an important market for the farmers but for 

also for the demand for TT’s product. The Brexit could lead to an increase in “pure” British product if tariffs 

increases. It is making the Danish products more expensive compared to their British rival. Around half of 

the Christmas trees sold in the UK are from import. To further enhance the demand for “pure” British is 

that BCTGA is lobbying for buying British trees. (Countryliving.com & BCTGA.UK) That will result in a 

decrease in imported trees from Denmark. One farmer mentions that the UK is a big market for his 

category A (trees with the highest profit margin) is the UK (Carl-Johan Larsen). That will impact mostly the 

farmers in Denmark. However, on the other hand, it is an indicator for a quality-aware consumer segment 

which could be interested in buying seed of superior quality from TT. The UK is there for a relevant market 

to target, but it might require a different approach.   

Concerning BREXIT and its implications, nationalism has seen a rise globally and also in Europe. 

Nationalism has seen an increase on a political level, and this has spread into society and consumers as 

well (Carl Johan Larsen). The effect of nationalism on consumers behaviour may be multiplied by the focus 

on climate change, hence transportation. One Danish farmer highlights this; “nationalism is defiantly a 

trend. We see that French consumers prefer French products more and more, But I guess nationalism is 

a trend everywhere”. (Carl Johan Larsen). The increased nationalism is only to increase with the corona 

pandemic evolving (FT.com). That will as with Brexit impact the Danish farmers and therefore, the biggest 

export market. However, it only highlights the importance of TT thinking globally when designing its go-

to-market strategy, strategy and business model. Political factors are indicating a decreasing demand for 

the Danish market. It is no longer enough to focus on the Danish export market solely.    



 
 

 

Economic    

Several actors in the Christmas tree industry and value chain has downplayed the influence on the 

macroeconomic environment on the industry. (Ulrik Nyvold, Sune Norsker & Peter L. Larsen). The 

Christmas tree industry has its cycle (See figure of Christmas tree cycle). As shown, it does not correlate 

with the overall macroeconomic development and situations. Actual when the macro market was crashing 

in 2008 the Christmas tree industry sold for the highest prices (Figure 1.8).     

The economic rescission did neither affect the willingness to plant new trees, hence buy seeds. That is 

showed by the significant supply of trees set for sell eight years later (Figure 1.6 & 1.7). It is mitigating the 

effect of a go-to-market strategy.    

Nevertheless, one farmer adds; “the category of the exported tree also depends on the importing countries 

disposable income among its consumers and consumers with higher income can and often wants to pay 

more for a Christmas tree” (Carl Johan Larsen). Depending on the magnitude of the lurking recession and 

the economic side effect of the coronavirus consumers disposable income will negatively be affected, and 

this can lead to a change in preferences and a decrease in the demand for the expensive tree. However, 

as other farmers put it; everyone needs a Christmas tree, consumers are not price sensitive (Sune Norsker).  

The latter statement has been the truth for years, but things might change. However, what is of most 

importance for TT is the spending by farmers or nurseries on seeds and plants. However, they depend on 

the sales to consumers and are therefore indirectly affected by the lower disposable income. However, 

the tenth of a percentage, which a seed make out of the cost has not before effected the industry.   

However, one nursery mentioned that farmers are asking for buying without having any money (Peter L. 

Larsen). Moreover, if the company is already in such big trouble, a rescission can result in bankruptcy. 

Therefore, shall TT in their go-to-market strategy pay attention to the liquidity in the industry. Further, 

the macroeconomic developments might create new implication for the Christmas tree industry.     

Social    

Some social factors have already been touch upon indirectly in the analysis of some of the other letters. 

Economic and Political have influenced consumer buying behaviour. Consumer behaviour has become 

more national, and an increase is expected. Furthermore, the environmental focus is also on the rise. 

These factors will indirectly affect TT, as it affects the farmers. However, it is something TT’s Business 

model shall be prepared for. It no longer to satisfy the demand on the German and Danish market only, 



 
 

 

even though these two are still significant the largest and most important (Ulrik Nyvold). As mentioned, 

the product developed by TT is capable of handling the new demand and is also better suited to handle 

the new conditions than other products on the market.    

 

Technology    

Currently, technological development does not seem to have any impact on the Christmas tree industry. 

It is argued that 3D printing could lead to a substitute product like the plastic tree is now. Firstly, 3D 

printed Christmas tree will have the most significant impact on the sale of plastic trees. That is because of 

the emotional ties to a natural tree (Sune Norker)   

The progress in technology could lead to plastic trees becoming closer to looking and feeling like a natural 

tree. If this should happen, it will only increase the competition and the threat from plastic trees. 

Concerning the technology behind the SE technology that TT uses, there are no rumours in the industry 

of any soon to come imitators (Ulrik Nyvold). Their patent also protects TT so no technological trend 

should affect the strategy. The technological effect on TT is limited and is therefore not argued should 

affect the go-to-market strategy.    

Environmental    

Due to climate change and the increase in average temperature, Christmas tree production can soon be 

expanding from its current areas (Carl Johan Larsen). Northern Europe has seen a natural advantage in 

the farming of trees due to the lack of spring nights with temperature below zero decrease. One farmer 

mentions; in the last 6-8 years, areas in southern Europe has not seen spring nights with sub-zero 

decreases” (Carl Johan Larsen). That will broaden the market of farmers and potential also nurseries which 

will have a demand for Christmas trees and seeds. The climate can therefore potentially transform the 

farming industry from being clustered in northern Europe to be spread out over most of Europe. It will 

result in a more international clientele and a strategy to match that. 

Moreover, it further supported by the rise in nationalistic consumer trends. Furthermore, the seeds 

developed by TT are better to withstand the climate can lead to more farmers in southern Europe buying 

TT’s seeds. It is a significant change and will have a significant effect. 

 



 
 

 

4.1.2 Meso-environment analysis  
 

Threats of new entry 

In general, the industry has a high capital requirement. However, due to the stage of the product and the 

development of the start-up, TT has passed that point. So, it will become an advantage for TT if they 

successfully enter the market. TT has further gained advantages from its partnership with Copenhagen 

University (KU) (Appendix 9). KU has been the leading resource for R&D.  

Additionally, TT has a partnership with an Indian laboratory which is the leading in both size and 

knowledge on the SE process. TT has therefore figured a way around the high capital requirement. That 

can, therefore, also be turned around and seen as an advantage for TT against potential late movers 

(Greenwald, 2005).     

Supply-side and demand-side economies of scales   

There is a minimal demand-side benefit of scale. The current product in the industry is too similar and 

independent to create this effect. However, as analyzed in the PESTLE, the macro environment of focus 

on sustainability may lead to the need for having tech tree seed/plants. As all study indicates that the 

product of TT is superior, and the competition is only to get fiercer. It is more important to have the best 

product (Sune Norsker & Skovdyrkerne.dk). Especially the fact that farming will be distributed more 

broadly and old Danish farmers, therefore, has more fierce competition for customers and export 

opportunities. Indicating that TT could gain significant supplier advantage's over the reaming part of the 

value chain.   

Switching cost  

TT customers all along the value chain have no significant switching cost (Ulrik Nyvold). This regard both 

switching to TT products and from TT to a third product. That is an opportunity for TT as they want to 

enter the market. All TT field experiment suggest that they can deliver a better product than the once 

currently available on the market (Ulrik Nyvold, Sune Norsker, appendix 5). They shall therefore not fear 

the lack of switching cost from their product to another. There will be less obstacle for their buyers to 

change to TT. The only switching cost is mental, which will be discussed later (Carl Johan Larsen). The low 

switching cost in the industry is there for something that TT shall be aware of when a similar product will 

enter the market. Due to the low switching cost, TT will in the future need more than just the physical 



 
 

 

product to keep its customer. TT needs to design strategy, which finds additional ways to create value for 

the customers and build switching cost for its customers towards its competitors.     

Capital requirement    

It will require much capital for a new entrant to simulate the product of TT. As mentioned, TT has gained 

tremendous benefits from its partnership with KU. Furthermore, the timeframe to launch as TT are now, 

are around a decade (Ulrik Nyvold). Therefor TT shall not face any imitators for the first maybe two 

product life cycles. Furthermore, TT has patent protection (Sune Norsker). In the current market, there is 

not a significant capital requirement for buying and selling seeds. All can buy seeds from a vendor and 

then sell a Christmas tree 8-10 years later. The seeds are bought and sold through supply and demand 

market mechanisms. With the higher cost related to creating a product likes of TT (Sune Norkser), the 

capital requirements will increase in the future. New entrants now must compete against a product, which 

needs significant resources and capital to imitate. TT is, therefore, making the industry less attractive for 

entrants outside the industry. The rise in capital requirement is something TT shall exploit.    

Incumbency advantages independent of size.    

The industry of Christmas trees is conservative, and it affects their risk awareness. "Why should we change 

when we know the current product works" (Carl Johan Larsen). The mentality and risk awareness of the 

industry creates a barrier for entry. It is can also result in a lower profit margin for the entrant. That is due 

to the price vs performance trade-off. For a conservative and risk-averse agent to shift the price vs 

performance invariably must be higher, than if the customer was less risk-averse. It can, therefore, mean 

that new innovative product does not have the same opportunity to fully capture the value of their 

product through a high price, reflecting its actual value. That makes the industry less attractive to 

newcomers. That is also one of the biggest obstacles for TT. However, there are people in the industry 

willing to try a new product, as it is assumed it will result in better trees (Ulrik Nyvold, Carl Johan Larsen). 

So to mitigate the barrier of entry, TT shall target customer who has the willingness to try out the new 

innovative solution. Moreover, through the innovators, the late adopters will see the benefits of the 

product and later also demand it (Rogers, 1971).  Furthermore, this indicates the need for additional 

services.  

Furthermore, the industry is characterized by hidden knowledge. By hidden knowledge, it means 

knowledge which is only accessible to the people there have been in the industry. It is challenging to gain 

objective knowledge of the industry since so much is rooted in traditions. That creates a barrier to entry 



 
 

 

for outsiders. However, it is argued by one of the founders of TT, that the industry is becoming more 

professional (Appendix 11). That will decrease the hidden knowledge and make it more open. That can 

result in competition from entrants outside the industry in the future. (Porter, 2008; Appendix 11)   

Especially the latter of the two is not present in the case of TT. As mentioned, the people behind TT has 

been in the industry for a long time. Both have a reputation and are running some of the biggest 

companies in the industry (Peter L Larsen). They are therefore in possession of the hidden knowledge. 

Nevertheless, the conservative and risk-averse mindset will significantly affect the success of TT go-to-

market strategy. They shall, therefore, play a vital role, as well as the segmentation of the innovative 

farmers.     

Unequal access to channels    

Several sources have mentioned the trading in the value chain is based on partnerships (Ulrik Nyvold, 

Sune Norsker, Peter L Larsen & Carl Johan Larsen). Therefore, it can be difficult for a new entrant to break 

up the partnership. That means that for a new seed company, it can be challenging to gain spaces in a 

nursery. Therefore, it is heavily dependent on the demand from the farmers. Because if there is no 

demand from the farmers, there is no reason for the nurseries to have the product. If they demand the 

product, the nurseries will provide the product (Peter L Larsen). The importance of creating the demand 

from the farmers' side is something that TT shall design their go-to-market strategy around.    

Restrictive government policy   

The current way of importing seed and selling them requires a license from the Georgian government. 

That makes it harder for new entrants to enter in a regular fashion (Ulrik Nyvold). TT do it differently and 

do not face this issue. There is no restriction from the farmers or nurseries point of view.      

Expected retaliation   

TT can expect retaliation due to the slow growth of the industry (Figure 1.6 & 1.7). It is difficult for TT to 

gain customers without taken them for incumbents. This will, according to Porter (2008), lead to expected 

retaliation. The expected retaliation is discussed in rivalry among existing competitors. The examples and 

argumentations there will be made are concerning incumbents. Due to the characteristics of the industry, 

the same retaliation is expected to occur when TT enter the market. It is assumed that the competition 

instead sees two incumbents in the form of Sune Norsker and Ulrik Nyvold rather than a new product.     



 
 

 

The expected retaliation is there for high and can scare off new potential entrants, which then actually 

can turn into a positive force for TT if they gain market share. Their entrants and potential gain of x market 

share will only leave the rest of the market more competitive, and it is assumed that expected retaliation 

will only increase. Moreover, since TT is radically different from the rest, it is assumed that the intensifying 

will primarily happen amongst the others. The strategic effect of retaliation will be discussed under rivalry 

among existing competitors, for the above reasons.     

Bargain power Buyer and supplier   

TT gets the "seed’s" DNA from a laboratory in India, which is the only supplier TT has. The lab is not 

dependent on the sale to TT and has, therefore, more power (Ulrik Nyvold). However, it can be argued 

that due to the geographical locations and the radical change in markets and industries, a potential 

forward integration is not to be feared. Furthermore, TT supplier offers a highly deafferented product, 

and it is second to none, and TT has no substitution. Therefore, the suppliers of TTs power increases 

further. So far, there has been no indication that the supplier will increase the prices, which is common 

with high power. TT is also involved in a partnership with the supplier mitigating the risk for forwarding 

integration.    

In this case, it is relevant to look at the supplier power and buyer power of the entire value chain. That 

will identify the different power relationships and how these power relations can hinder or help the 

effectiveness of the go-to-market strategy.     

The Nurseries are not as depending on the seeds as the farmers are (Peter L Larsen). Moreover, the 

nurseries are not as dependent on the farmers as the farmers are on them (Peter L Larsen). Therefore, 

the nurseries are relatively powerful suppliers and buyers. That adds in making the farmers a desired 

target for the product. Historically the farmers are the once who create the most value for the product 

money-wise (figure 1.3 & 1.4) Farmers buyers have significant power due to the small differentiation 

among the current products in the industry (Peter L Larsen, Sune Norsker). It can be argued that TT has a 

product to change this. TT product differs a lot from the current products in the market. The scarcity of 

TT products will mean that TT can gain more power than regular seed vendors have.  

Price sensitive    

The cost of a seed or plug plant or plant is all along the value chain does not make up a big part of the 

overall product life cost. That will make the buyers less price sensitive. One farmer mentions; "The price 



 
 

 

of seeds is so small, so a small increase does not make any different" (Carl Johan Larsen). Even when 

farmers are low on cash and even runs with a deficit, the small percentage of a regular seed will not affect 

the customer's price sensitive. (Carl Johan Larsen).   

To gain a profitable tree, much labour is needed. TT will provide a product which requires less labour, and 

it can, therefore, be argued that the price can be significantly higher due to the benefits and increased 

value of the product. So, it is unknown at what price the farmers and nurseries will start to be price 

sensitive.   

One thing that shakes up the power relation in the industry is the beforementioned industry cycle, see 

Figure 1.8. Due to this cycle, the power of the farmers varies, and this profoundly affects the 

competitiveness of the industry. In bad times it is even more critical to produce the best possible trees 

(Skovdyrkerne.dk). That is beneficial for TT and should create a higher demand for their product. 

Therefore, the power TT has over its buyer's increases. Reverse in the times of an undersupplied market, 

the quality of the tree is of less importance. Then the farmers can negotiate a higher categorization and 

therefore price for a maybe worse quality tree than before. If the current cycle tendency continues, the 

power TT has over the farmers will operate in opposite cycles. Furthermore, it is expected that the cycle 

will turn to the worse when the southern European countries also enter the market of farming, hence 

oversupply. Moreover, hence will heighten the demand and power TT have when the market is bleeding.    

TT shall focus on the power advantages they can gain when designing the business model for their go-to-

market strategy. That is argued better to overcome the internal power relations in the value chain and 

make the buyer of their product less price sensitive.   

 Substitution product   

From seed vendor too nurseries there are several substitute products. Every plant can be a substitute. For 

a nursery, it does not make different wether; it is one plant compared to another if there is a demand 

(Peter L. Larsen). The nursery earns its money by nursing the plant for the next stage in each value chain. 

The nursery also does not have switching cost and are not only dependable on the Christmas tree plants. 

The farmer has fewer options than the nursery. Here the definition between substitute and competitor is 

vague. The Christmas tree farmer can, hence the name, primarily farm Christmas tree. Some farmers have 

other sources of income and can, of course, choose to focus elsewhere for its income. However, for 

producing a Christmas tree, the only substitute is what sort of tree to be farmed.   



 
 

 

The end consumer has more variations as it can also choose to go for a plastic tree compared to a natural 

tree. The plastic tree is more expensive than ordinary trees. The price-performance trade-off is somewhat 

subjective in the case of the plastic tree vs natural tree. That is due to the tradition and history embedded 

in the Christianity societies on Christmas and Christmas trees. (Sune Norsker)    

The end customer has no switching cost between a natural tree and a plastic tree. The end customer buys 

a tree when needed. It is every year with a natural tree and less when plastic (Sune Norsker, 

Christmasstree.dk/Plastic). It is essential to point out that traditional markets like Germany have seen a 

rise in the plastic tree and in the USA, it is almost 33 % of Christmas trees which are of plastic 

(Christmasstree.dk/Plastic). If the increased popularity of plastic tree continues, it can be an indicator that 

the perceived value of a plastic tree is higher than a natural tree. That could lead to a decrease in the 

prices of the natural tree. That can happen both due to the supply and demand principle but also to 

overcome price and performance trade-off. 

The longer lifetime of the plastic tree will affect the farmers' sale in more than one year. Therefore, it is 

argued that there is some switching cost from plastic to natural tree within a timeframe. It is therefore 

assumed it is harder to convert people from plastic back to natural trees.    

Higher demand for plastic trees among the consumers will also affect the demand for seeds from TT. This 

highlight the importance of the natural tree' quality to be high if it should be able to compete with the 

plastic trees. That is an opportunity for the demand of TT products since they are of higher quality. TT 

shall, therefore, focus on a go-to-market strategy that emphasizes the superiority of the product. Hence, 

farmers are willing to buy TT seeds to be better able to win the value trade-off among end customers 

against plastic trees. However, it is argued that the threat from plastic trees will decrease because the 

focus on climate change.  

Rivalry    

The rivalry among the current companies is intense. The growth of the industry is slow. Exit barriers are 

high, both economically and emotionally. The economic aspect is related to the use of land and the 

resources needed to be a farmer (Sune Norkser, Ulrik Nyvold). Furthermore, investment is always ten 

years ahead. So, the farmers have some money locked ten years out in the future. Emotional is a 

characteristic of the industry. In the industry, people are very proud of what they do and take pride in 

their trees. Therefor people a willing to do a lot for the scare of competition so they can be the once 



 
 

 

remaining and having a profitable business. Sources in the industry confirm that the retaliation is often 

off the paper and "dirty" (Appendix 11). 

Furthermore, concerning the expected retaliation, it is argued that the strategy of TT shall not be affected 

or act directly on these retaliations. The go-to-market strategy shall focus on enhancing the value of their 

product and do not use resources on marketing campaigns to retaliated back. That is because of the 

superiority of the product’s value.  

The rivalry is to increase through the factors identified in the PESTLE analysis. The increasing rivalry 

combined with the higher capital requirement will, however, lower the threat of entry in the Danish and 

German market.   

Sub-conclusion on the effect of the external environment on the 
strategy.  
The analysis of the macro-environment showed that themes as climate change and nationalism together 

put a significant effect on TT and their ability to sell to more diverse clientele than the regular in Denmark 

and Germany. Further, it highlighted the product advantage TT must overcome climate change and 

nationalism. On the meso level, the competition is categorized as high, and especially in bad times. 

However, as the analysis has pointed out, there are ways that TT can position itself accommodate the 

competitiveness. The market "suffers" under a conservative mindset which hinders the buyers of TT from 

changing. However, it is noted that if TT can find farmers and nurseries which are categorized as early 

adaptors, innovative and strive for providing the market with the optimal product. 

Furthermore, due to the stage of the company TT also can use the hard environment as an advantage. TT 

already has partnerships in place and do not face the same implication of market entry, entrants, as usual, 

would. That is because of the partnerships and their time in the industry. Based on porters five forces, the 

industry forces do not tell TT to stay away from the industry. The forces tell that as times go and if they 

potentially successfully enter the market, the demand for their product will only rise because the effect it 

has on the forces. The change in forces that will happen with the entrance will strongly affect TT users, 

and the competition will become even more bloody. TT will encounter retaliation. It is advised not to 

engage in that behaviour and let the superiority of the product do the talking.   

  

 



 
 

 

4.2 Internal analysis  

The analysis will help answer the research object: Is TT internally capable of competing in the industry? 

Moreover, help to answer the research question. That will be done through the mentioned framework in 

the litterateur review, Rangone (1999) and VRIO (Barney 1991).  

The factors analyzed is inspired by Porters value chain (1979), Barney & Hesterly (2005) and internal 

documents from TT and it will help to clarify whether TT has the internal competencies to compete in the 

industry.    

Innovation Competencies   

TT holds the patent but a lot of the knowledge etc. is based outside TT, but still applicable by TT due to its 

strategic partnerships. As mentioned, TT holds the patent to the SE seeds (Appendix 9). However, the SE 

seeds are developed by KU and are therefore not a part of the TT organization (Ulrik Nyvold). However, 

since TT currently is the only company in any position to exploit the knowledge due to its partnership with 

KU, it is seen as a competency belonging to TT compared to the rest of the market (Sune Norsker).    

The technical knowledge that TT possess is only enhanced due to the knowledge of Dr Gupta. He is 

mentioned as the leading scientist in the field. This allows TT to continually be one step ahead of the rest 

of the market in regarding the SE process (Ulrik Nyvold). Furthermore, as mentioned, there are no 

rumours in the industry of a similar process with similar advantages in the making (Sune Norsker). It will, 

therefore, be very costly in resources for any other company, and even close to impossible to gain equal 

innovations competencies. Furthermore, with everything tight down with patens and exclusive 

partnerships and inhouse knowledge, it is argued that the innovation competencies are indeed VRIO and 

therefor an SCA for TT.     

Production competencies   

TT does not do the production of the seeds and continuous research. It is the strategic partners in India 

and KU. The Production in India, both provide cost advantages due to the lower labour cost, and it is also 

the biggest factory of its kind and the best in the world to what they do. Moreover, as mentioned TT has 

exclusive rights to the use of the resources needed for the Christmas tree market (Appendix 9). They are 

making it very difficult to imitate for competitors. The set up in the organization is also in place. It can, 

therefore, as with the innovation's competencies is that the competency also is VRIO and therefor an SCA.      

 



 
 

 

Market competencies    

Both Ulrik Nyvold and Sune Norsker are running some big companies in the Christmas tree industry (Peter 

L Larsen). They, therefore, have some reputation, and they have a network all over Europe. Their merits 

can be an asset in establishing TT. Ulrik Nyvold is currently running Levinsen Abies which import seed and 

has had a leading role in setting up the seed farms in Denmark (Ulrik Nyvold). Ulrik is therefore well known 

in the industry and at this specific point in the value chain. That indicates that TT has entrepreneurial skills 

internal. Alvarez & Busenitz (2001) argues that entrepreneurial skills can lead to increased resources. That 

is due to the knowledge, insight and ability to act quickly, which is often present at an entrepreneur can 

lead to a unique way of combining resources which will lead to the better use of resource and therefore 

also better results.    

Both Ulrik Nyvold and Sune Norsker has excellent market knowledge and knowhow on the unwritten rules 

in the industry. Market knowledge is also an advantage when navigating in an uncertain environment as 

TT as a startup does (De cock et al. 2020). This help the entrepreneurs read the environment and help 

make the proper decision even under high uncertainty (De cock et al. 2020)    

Market knowledge is critical in the Christmas tree industry where very little knowledge is written down. 

This only makes the setup in TT even more valuable for them.    

Another startup can equally imitate a reputation within the industry. Nevertheless, it is as mentioned 

above, argued to be Valuable, and it is also considered Rare in the industry that two business leaders join 

forces. It is more debatable whether the combination is Imitable, but the market competency to compete 

in the industry is present.      

Other Competencies    

Here the third owner Dr Gupta plays a vital role since he is one of the leading scientists in the SE process. 

Furthermore, to gain the knowledge he has is close to impossible for competitors. That is very much 

related to the analysis and critical point made in the prior competencies. TT has some research activities 

on KU, as mentioned. Moreover, the project was started on KU by the late Finn, which was a leading 

researcher in the field (Ulrik Nyvold). However, KU still functions as a research hub for the SE. TT, 

therefore, gain additional knowledge compared to a potential imitator/late mover and the current 

competitors. Furthermore, Denmark is home to a significant number of agents in the Christmas tree 



 
 

 

market. Moreover, interaction among these, either through the organization Danske Juletræer, gains TT 

access to knowledge spillover (Sune Norkser, Figure 1.6)  

Furthermore, Denmark is a business cluster in the Christmas tree industry (Carl Johan Larsen). Porter 

(2000) defines a business cluster as a; Clusters are geographic concentrations of interconnected 

companies and institutions in a field. Clusters encompass an array of linked industries and other entities 

important to competition. They include, for example, suppliers of specialized inputs, machinery and 

services, and providers of specialized infrastructure. Porter (2000) argues that the before mentioned 

business clusters can provide increased production and knowledge, hence competitive advantages, for its 

participants. That is not an SCA compared to its nearest competitor since they are also located in the 

business cluster. However, as mentioned in the PESTLE can farming in the future be expanded. Then TT 

and the other northern European farmers have an advantage over its southern newcomer.   

The service that TT provides is not determined yet due to the stage in which the startup is (Ulrik Nyvold). 

The services that TT will provide will is determined in the design of the BM. However, it is the goal that TT 

overall product, including service, should be close to VRIO and therefor an SCA. This is as mentioned done 

to; when a similar product will be on the market, TT will still make it hard for competitors to capture their 

clientele.  

Sub-conclusion on the internal competencies makes TT able to compete in the industry.  

The analysis shows that TT internal can compete in the market. TT even have internal capabilities that can 

be turned into SCA. It is therefore up to the match between the strategies (overall and price) and the 

business model design to facilitates these internal competencies, so they can be fully utilized and help 

optimize the value of the product. 

 

 

 

 



 
 

 

Strategies – Blue Ocean and Pricing 

4. 3 Blue Ocean strategy 

The analysis will help answer the research object: - How can Blue Ocean Strategy & the pricing strategy, 

help tech tree reflect the real value of the product? That will be done through the mentioned framework 

in the litterateur review, this paper’s own interpretation of the Blue ocean Strategy. Later will the pricing 

strategies be analyzed separately.   

Strategy canvas    

Based on the interviews and secondary data, the below factors are best used to describe the seeds from 

TT. By comparing the value of TT product's to the value/importance for the nurseries and the farmers, it 

shows who is to gain the most from TT's product and market entry.   

Life cycle cost -LCC  

The life cycle cost covers everything from when the seed is planted at the to the next stage in the value 

chain. As shown in figure 1.6, this is by far the highest cost related to the tree in the entire value chain.   

Buying Price - Price  

As mentioned, the buying price for seed is low, and the farmers are not priced sensitive due to the 

relatively low price. However, one owner of a nursery mentions that people are asking for buying plants 

without sufficient capital. That could indicate that buying the seed does not affect, but buying it after the 

nursery with an increase in price can affect. Time at the nursery requires labour and therefor costs to be 

covered, hence a higher price. The nurseries are not priced sensitive due to the meagre cost of buying 

seeds.     

Duration of a cycle - DOC  

The duration the trees must be in the field before the next stage of the value chain.     

Portfolio - Por.   

The Portfolio relates to the amount of product the seed companies has and offers to the nurseries and 

farmers. As this thesis has the aim as it has, the relevant Portfolio must take its root in serving the 

Christmas tree industry. For that reason, a broad portfolio of other products is therefore not relevant for 

the value enhancement regarding this value chain.     



 
 

 

Quality of the genetic in the seeds - quality   

That refers to a combined factor of the quality of each seed and the genetic variation. Therefor are high 

variation will result in a decrease in the factor score. It is the average of the entire group. Moreover, it 

plays a significant role in the profit margin of each tree.   

Uncertainty of sales price  

How consistent is the sales price to the next stage in the value chain? Is there a risk for a significant 

difference among the products sale price and the uncertainty?   

  

The strategy canvas illustrates that the most value is generated for the farmers. The farmers will lower 

their LCC more than the nurseries. The effect of quality is also more significant at the farmers. Farmers 

will also experience lower DOC, which in the long run, means more trees to sale. Therefore, the farmers 

should be at the target of the strategy. That is further emphasized by the meso-environmental analysis 

that showcases the farmers are more dependent on the seeds and especially the one of higher quality.  

Furthermore, the competition regarding a product of similar quality as TT, are not present for the farmers. 

Moreover, because of the partnership between farmers and nurseries. It is argued that by creating 

demand with the farmers, the nurseries will tag along.     

The three characteristics of a good strategy.    

Focus   

As seen above, there are several factors that TT could emphasis to create value innovation. Kim and 

Mauborgne (2005) argue; "Every great strategy has focus and a company's... value curve should clearly 

show it". Therefore, should TT focus and few factors to enhance the value of its product and services. The 



 
 

 

chosen factors are the overall quality and service related to payment. Payment is the aspect that farmers 

expect to experience the most significant change compared to the current products.    

For divergence    

TT should focus on its customer service and its superior performance. That is to be sufficient since any 

late mover or imitators are not close to entering the market. This will for extended and protracted 

timeframe make TT incomparable to its competitor. Furthermore, the internal analysis shows that TT 

possesses unique competencies which is hard to imitate for its competitor. It is, therefore, very much op 

to the organizational capabilities of TT to continue to keep them diverse from its competitor.    

Compelling tagline strategy    

Through the interview and research of secondary data, it has become clear that phrases like natural and 

climate change, ecological are of high importance (Carl Johan Larsen, Ulrik Nyvold, Sune Norsker). 

Therefore, it is the personal advice from the author to downplay the role of the laboratory and focus on 

the minimal resources used to take care of the tree. The word Tech may lead to think about something 

unnatural, and this is a disadvantage for TT. As mentioned in porters five forces, it is expected that TT will 

encounter retaliation. Furthermore, since it is to capture customers from natural trees, the laboratory 

factor could come into the debate. The author, therefore, believes that the tagline should not contain any 

wording on Technology, etc, but instead focus on all the natural benefits. A suggestion is to name the 

company Twin trees. This put focus on the advantages of the trees and the name is identical two twin T. 

Or that the strategic focus shall be on other aspects than the product, so TT also delivers superior value 

with services not related to tech.      

Four action frameworks   

Four action frameworks are another tool to be used from the BOS. This framework will help TT not only 

to benchmark against its competitors but to figure out what factors should be emphasized, and which 

should be ignored. That is done to find factors for cost reduction and value creation, hence, to create 

value innovation. Furthermore, the framework will not, compared to strategy, only focus on the existing 

industry, but look beyond industry borders, for factors.    

This four-action framework is based on the prior analysis and data collected in the in-depth interviews 

and the secondary data. It shall, however, be noted that these are just recommendation based on as 

mentioned this analysis. As Kim & Mauborgne argue, BOS is a continuous practice (2005). To 



 
 

 

accommodate that and the Lean Startup methodology will be analyzed. The LEAN startup will mitigate 

some of the creativity and innovation problems that can be present in a company. In addition, the internal 

analysis finds that TT has internal innovation capabilities, which will ease the practical use of successfully 

implementing BOS.     

The framework consists of these for factors which together will create a new value curve which shall 

provide more value for the customer.   

1) Which factors should be eliminated    

With the segmentation of the farmers, a direct sale to them will eliminate the mark up made by the 

nurseries. The nurseries will now only be used as labouring power, hence only getting paid for their 

services. Even with the power of the nurseries, which was analyzed in porters five forces, it is argued that 

the nurseries will still accept the plants as it is steady income without close to no risk. The risk for the 

nurseries has been lowered since they do not need to search for a customer, the customer comes to them.  

2) Which factors should be reduced to below industry standards.    

The entire cost cycle for farmers will significantly reduce with TT (Ulrik Nyvold). As mentioned, several 

times, the product does not require the same attention and maintenance. That is a big plus for the farmers 

since it is a straight cut in their cost.    

The portfolio of product for TT should also be reduced. This will make the company more focused on the 

farmers. TT" We wants to make a catalogue like a menu" (Ulrik Nyvold). This is not recommended. TT 

should keep the portfolio narrow, so it is better able to pivot if needed, hence Lean startup methodology. 

It is not said that TT shall not experiment or pursue a Menu sort of option, but it is argued to wait until 

seeds are in sale and the SE seeds have gained a demand. By having a narrower portfolio, they will also 

keep the cost down and do not "waste" money and not desired products. The author also argues that if 

farmers and nurseries want to mix their portfolio not solely to rely on one type of sort, they can still mix 

up their portfolio with natural.     

3) Which factors should be raised above industry standards    

In general, all aspects related to product quality is raised above industry standards.  

 

 



 
 

 

4) Which factors should be created that the industry has never offered.    

TT could create a pricing method which has not been in the industry before this. By applying a new pricing 

method, TT would be able to both capture the value of the product while simultaneously take into 

consideration the financial position of the customers. Advanced pricing methods and tailormade for the 

individual customer has been requested in the value chain, "people are starting to ask if they can buy the 

products now and then pay later in some fashion". (Peter L. Larsen).  

Furthermore, the current method is supply and demand. It is argued that the supply and demand method 

will not work in the case of TT capture the actual value of the seeds. Buy having a unique pricing model 

TT also create a service which is as mentioned not seen in the industry. That can lead to making TT stand 

out even when a similar product is available.       

Value canvas    

The findings of the four-action framework will be applied to the strategy canvas to show the new value 

curve.      

 

 

 

Blue ocean strategy has shown that by focusing on value-adding elements, TT can enhance the value of 

the company for especially the farmers. It also supports the prior findings in the benefits of targeting the 

farmers for their go-to-market strategy. By focusing on identifying a new service, BOS has helped to 

increase the value of TT. It shall, therefore, be easier to reflect the value of the product. Furthermore, the 

segmentation gives a better product to market fit, which will make the perceived value of the increase as 

well. Further, it has shown that a narrow portfolio is beneficial, which will reduce cost and hopefully 



 
 

 

increase the profit margin. Furthermore, the leaner portfolio makes TT more agile for the changes that 

the PESTLE analysis identified.  

 

4.4 Pricing strategies  

The analysis will help answer the research object: - How can Blue Ocean Strategy & the pricing strategy, 

help tech tree reflect the real value of the product? That will be done through the mentioned framework 

in the litterateur review on the bases of four suggested strategies.  

The four pricing strategies are based on the prior analyses of the market and internal capabilities and the 

blue ocean strategy and looking across industry borders. Furthermore, themes were broad up in the 

inductive data collection phase (Ulrik Nyvold; Sune; Peter L Larsen; Carl Johan Larsen).   

The reasoning for analyzing for “predetermined” strategies are it is argued to make to analysis more 

practical orientated, while it also makes it possible to explore a vast amount of advantages and 

disadvantages. Thereby helping in an optimal way to answer the research objective and research question. 

The same reason applies in the Business model canvas analysis.  

1. Take the full price of the value at the first transaction.    

2. Buy TT for the same price as regular seeds – but engage in a long term partnership, where the 

price will increase as the actual value of the product becomes evident for the buyer.      

3. Buy for a high price (above actual value), but TT ensure the farmers of revenue compared to a 

regular tree (minus lower cost cycle cost)   

4. Buy for "cost" price and then pay a performance premium when the tree is sold/when it becomes 

clear what category the tree is.  

The four different strategies will help to answer the research objective by investigating multiple scenarios 

and effects pricing has on the value enhancement and perception of the product.    

The analysis of the pricing strategy will have its fundament in all the beforementioned analyses. Ingelbeek 

et al. (2013) mentions in their research, best practice new product pricing. Three factors play a vital role 

in both price setting and market performance. The analysis of PESTLE and Porters five forces will help in 

determining the competitive intensity in combination with BOS. Further, the BOS will help give an 

overview of the product advantages TT has. BOS can further help in identifying the value of the product 



 
 

 

combined with an analysis of the cost savings the farming procedure experience with TT's product, hence 

life cycle cost.   

The choice of segmentation combined with the BOS will help TT to compete in an environment with less 

competition. That will, as mentioned lead to higher profit (Porter 1980, 2008).  All four strategies focus 

on getting as much value out of the product, within a specific timeframe, as possible.      

4.4.1 1: Take the full price of the value at the first transaction   

Strategy one is a skimming strategy. TT will start with as high a price possible. However, it does not follow 

the standard curve of a skimming strategy since the price can remain high even when entering the mass 

market. That is because of the superior quality of the product. That is supported by the importance of the 

high-quality product in the market now and in the future, if the farmers want to compete long term 

(Skovdyrkerne.dk)—the price it therefor set after the price ceiling. However, to find the right price TT 

must rely on the expected value of the product solely. That is due to the higher relativity cost and that the 

cost is significantly higher than the competitors (Sune Norsker). This meaning that the price floor is above 

the competitor's price and the competitors can, therefore, not be used to minimize the delta gap and help 

settle the price. That makes the task of setting the right prize complicated. That could result in a to low 

price and therefore not an accurate price for the actual value. 

Furthermore, this strategy will suffer much under the prospect theory. Customers will see less value 

gained to the product after a certain point. Moreover, it will, therefore, be harder for TT to find the right 

price without any additional guiding from the price floor and competition price. This price strategy also is 

very standardized and has no room for flexibility for a specific customer which is a drawback, according 

to Pitt et al. (1997). Furthermore, the strategy is reactive and not proactive. It does not initiate any new 

aspects and just follows the prize strategy in the industry. However, it differs since the focus is more on 

the value than cost plus profit margin, so the price is market-based and not cost-based. Nevertheless, this 

would minimize the effect seen on the value canvas. Yes, the strategy is new since it is value-orientated, 

but it is not radically different.      

4.4.2 2. Buy TT for the same price as regular seeds – but engage in a long-term partnership, where the 

price will increase as the actual value of the product becomes evident for the buyer.  

That is opposite strategy one, a strategy with substantial penetration aspects. The buying price is even 

below the price floor, which will result in TT losing money on the first sale (Appendix 5). However, it will 

get the product delivered to the market quickly. This way, TT can benefit from word of mouth. However, 



 
 

 

the loss of money is made up of a long-term contract with the farmer. That makes the first transaction 

more valuable than the selling price. However, an initial low price can lead to a less valuable view of the 

product. That could be an obstacle when the price is increasing. The buyers will value the products value 

lower because of the anchor on the initial price (Kahneman, 2011). 

Further, the value will retake a hit by prospect theory. In contrary TT has no issues in determining the 

initial price setting since it will go with the prize of a regular seed. There a small prize differences among 

the regular seed (Peter L Larsen), and TT should go for the higher percentile. Moreover, as with Strategy 

one making it market-based and not cost-based.   

However, as the contract is long buyers might be scared off. Even though the risk and potential loss are 

smaller in the first transaction, the commitment can become an issue for more conservative farmers. Here 

TT shall focus on more innovative farmers as also suggested in Porters five forces. More innovative 

farmers are argued to be more willing to take the risk of a long-term partnership if they can become a 

part of a new wave of trees. The segmentation of innovative farmers is also needed for better market 

performance when conducting this strategy. Ingenbleek et al. (2013) argue that for a competition-based 

price strategy, which this is in the beginning, low competition in the market must be present. If not, this 

strategy will, according to Ingenbleek et al. (2013), in the beginning, perform poorly. 

Moreover, since a big part of the upside of penetration strategy is word of mouth, this is seen as being 

highly relevant. It is as argued in porters five forces the innovative farmers' TT shall target. There is not 

much competition regarding new seed types. Therefore, TT will face low competition in the segment of 

innovative farmers.    

As time passes, the focus will shift towards value-orientated pricing, which will perform well under less 

competitive environment, hence the segment of innovative farmers. Ingenbleek et al. (2013) argues that 

the competition-based price setting will affect the relative price-setting neutrally. However, this is 

mitigated by the fact that the price will increase later.    

This strategy is more proactive and flexible than strategy one. It is proactive in the sense that no similar 

pricing strategy is present in the industry. Further, it allows TT to design the increase in value to the 

specific customer depending on his needs and wishes. It is not every customer has the same liquidity at 

different times, and therefore, it can be beneficial to be flexible (Peter L Larsen). However, after a specific 

timeframe, all farmers should be equal. This approach will also create additional value for the company 

TT, as seen in the strategy Canvas, with a new pricing model and partnership.     



 
 

 

 

4.4.3 3. Buy for a high price, but TT ensure the farmers of revenue compared to a regular tree (minus 

lower cost cycle cost)   

This strategy neither falls into the category of skimming or penetration. However, it leans towards 

skimming due to the high price. Due to an even higher price than strategy one, this strategy involves some 

extra precaution. Again, prospect theory plays a role. Here Prospect theory is not only concerned about 

the value of the product but also the insurance. Combining both insurance and the price for the seed, it 

gives more gains to the customer, but at the same time be at a diminishing point of the prospect theory 

curve. That can be troublesome for TT in two ways. Either the product has a chance to be undervalued or 

the insurance fee will be undervalued or even both.   

The price here is above the price ceiling, which means that the insurance premium will push the price 

above what a customer is willing to pay for the product alone. However, the insurance fee will result in a 

risk transfer and therefor help more conservative and risk-averse buyers to try the product. Moreover, 

the focus on value informed pricing make this strategy applies to both the more innovative and less 

competitive segment and the mass market, as Ingenbleek et al. (2013) argues a value informed pricing 

will perform well in both high and less competitive environment.    

As mentioned, the strategy involves TT taken some risk for the farmers over on their shoulders. That is in 

line with Pitt et al. (1997) and the view on entrepreneur pricing. TT takes the risk, but calculated risk. 

Furthermore, by practising this strategy, TT shows a big confident in their product which is assumed to 

influence the farmers positively. Furthermore, the strategy is also market-based; this is emphasis since 

the price floor has not played a role in setting the price. 

Moreover, as with Strategy two TT are pro-active in the price setting and is creating a new payment model 

that is new to the market. This will, as mention, also create some additional value for TT. Here again, TT 

can tailor the design of price strategy to the specific buyer. As with strategy two, the insurance fee might 

differ from customer to customer, and it might be possible to payout the insurance once the 

categorization of the tree has become more evident in year 6-8. In this option, the insurance fee shall be 

correlated to the smaller amount of risk taken by TT. Furthermore, as well with strategy two, it requires 

some pricing capabilities internal in TT.    

Furthermore, this setup will require a significantly different business model than the rest of the strategies.     



 
 

 

 

4.4.4 4 Buy for a "cost" price and then pay a performance premium when the tree is sold.    

This strategy makes it stand at the price floor when setting the price. Furthermore, it has the characteristic 

of a penetration strategy. This will as it also did with strategy two may create problem in the sense of the 

customer is viewing the value in the long term to be lower since they have a low anchor. Furthermore, 

this can affect the performance percentage that customers are willing to accept. Furthermore, Ingenbleek 

et al. (2013) argue that the cost-based price setting is related to an insufficient price setting in the situation 

of TT, both with high and low competition. However, as the price is non-static, it is argued to have a 

smaller effect than if no performance percentage was added. The price is cost base in year 0, but it moves 

towards a more market-based principle as time evolves.    

The segmentation is essential since the performance percentage is to a degree up to the farmer. As 

mentioned, genetic is the most important thing, but the farmers still have a say. That means that if the 

seeds are sold to farmers with lower skills or less attention to detail, the performance premium to TT will 

also suffer from that. Here again, the segmentation of innovative farmers is beneficial. The innovative 

farmers are innovative cause they are looking for a way to stay on top of the industry. This result in that 

they will mitigate the risk of the trees performing poorly. It will as argue result in a less competitive 

environment, which is by Ingenbleek et al. (2013) argued to equal to a bad performance when the price 

setting is cost informed. However, due to the performance premium, the product will overtime be value-

based, and this is by Ingenbleek et al. (2013) argued to result in an excellent performance.    

This strategy can also be made flexible in the case of what year the performance premium is transferred. 

As mentioned, the category of the tree is starting to show around year six to eight, which is two to four 

years before harvest. Here again, it can be designed to fit the individual farmer, and again it will require 

some additional internal capabilities at TT, as with the other strategies. This strategy is also new to the 

market, so it will also create additional value, see value canvas. The strategy also, as mentioned, involves 

some risk taken by TT. However, it is a calculated risk. That is primarily due to recommended 

segmentation, and to the fact, the cost is covered in the initial money transfer.    

Sub-conclusion  

The analysis of the four pricing strategies has highlighted different elements which enhance the value. 

Some of the elements are not tight to a specific price and can, therefore, be utilized on all pricing 

strategies; for example, the long-term partnership should fit every pricing strategy. Further, the analysis 



 
 

 

has shown strategies on how to overcome obstacles identified prior in the analysis. Moreover, by 

overcoming these obstacles, help to optimise the value perception of the product. For example, the 

insurance fee to overcome the risk averseness in the industry. It is further argued that by setting the price 

close at the current level, some of the more conservative farmers will also be willing to try. The analysis 

supports the prior findings in targeting the innovative farmers as the primary segment as they can see the 

actual value of the product and therefore makes it easier for setting the price.   

 

4.5 Business model canvas design 

The analysis will help answer the research object:  How shall tech tree design its business model so it can 

support the market entry strategy?   That will be done through the mentioned framework in the litterateur 

review, by exploring the ideas of Osterwalder (2004), Maura (2013) and Ries (2011).   

This section will analyze how the business model for each prizing strategy should be designed so it can 

support the activities needed to implement the aspects in each strategy successfully. Further, the research 

question will also be answered by the focus on how the business model can help support the strategy, 

and how the different competitive advantages can be exploited in the business model canvas.    

As mentioned in the Blue ocean analysis, sales direct to the farmers give TT the best option to enhance 

the value perception of their product. However, it is still critical to notice that nurseries play an essential 

role in the value chain. Without the nurseries, TT and the farmers would have to nurse the plants inhouse. 

That is not where their strength is, and it would be too expensive to set up. The nurseries are there for 

key Partner for TT. Moreover, they are vital partners in all four strategies. The findings in porters five 

forces analyses support the importance of the nurseries, as they are powerful. 

Furthermore, as identified in the external analysis, the farming area is set to expand. Therefore it is crucial 

the future strategic business model not only to focus on Denmark and Germany but also tries to partner 

up with new farmers in new areas. This meaning that their channels should seek towards innovative 

farmers of other kinds than Christmas tree farmers abroad. That approach needs a separate business 

model since SCA as their reputation does not have the same effect on an outsider to the established 

industry. However, on the other hand, they are from the cluster, which gives them some credibility 

compared to any local seed vendor. However, for entering the market, the primary focus will be on the 

Danish and the German market.   



 
 

 

TT needs to figure out if the specific customer has any partnerships with a nursery, and if that partnership 

is strong enough to let the farmer rent the nurseries expertise. It can, therefore, be relevant for TT to 

acquire partnerships with nurseries as well. The cost of these partnerships shall be an extra cost. In this 

analysis, it has nothing to do with the price strategy. However, TT should experiment whether it is 

something farmers would prefer not to handle themselves. In the beginning, until established in the 

market, it is, however, argued with BOS not to engage in paid partnership with nurseries. TT should instead 

identify customers with an innovative mindset and a suitable partnership with nurseries. Nevertheless, in 

the extended run offering, this service to farmers may by some seem to add additional value. There are 

arguments both for and against, so it is best suited to determine by an experiment. Both options are 

already present in the market, but varies from farmer to farmer and from nursery to nursery (Peter L. 

Larsen & Carl Johan)  

4.5.1 1: Strategy one will play on the reputation of the founders, for TT to become a success. If this 

strategy is to become successful, the reputation must overcome the conservatism in the industry. That 

will make it harder to reach the market. That is because for the more conservative mindset in the industry 

to be convinced that this is the best product, it will take a product life cycle. However, this option will have 

minimal effect on the Business model canvas. It will not require much redesign since it will function as a 

commodity sale, as the industry is used to, only to a much higher price. The critical sub hypothesis for this 

strategy is to determine the power of their reputation. Further, this strategy does not provide other 

solutions to the problems that the farmers are facing. The pricing strategy will not enhance value, but on 

the other hand, it will keep the company Lean, and the cost down due to no extra spending needed for 

this specific strategy. Due to simplicity, it does not provide any additional value not related to the product. 

The industry cycle will have a significant effect on TT in the case of gaining new customers. That is because 

of the limited liquidity farmers have in the bad years. Furthermore, even though the Farmers are relative 

price-insensitive to the price of seeds, it is argued that the extreme jump in the prince, will be something 

that can affect the buying decision of some buyers. That will, therefore, require TT to be more intense on 

their marketing channels to convince the customers to buy their seeds, since there are minimal incentives 

in the revenue model. Moreover, as a result of this, a key activity is marketing. Generally, in this industry, 

marketing activities are low compared to other industries (Ulrik Nyvold & Sune Norsker). That will force 

TT to spend money on activities and channels that which have a limited effect due to the old fashion word 

of mouth and traditional thinking and conservative mindset in the industry. Possible resulting in an 

increase in cost, which does not provide an equal amount of value.     



 
 

 

4.5.2 2: The second strategy is as mentioned very close related to a penetration strategy. Compared to 

strategy one, it requires additional funding, since the first price is below the price floor (cost). The strategy 

will, however, more easily overcome the conservative mindset since it starts, as mentioned with a 

competitive price and build on a partnership with the customer. That will require TT to have an extra focus 

on its channels to keep the customer satisfied and the partnership successful. If chosen this strategy, sub-

hypothesis should be concerned with what kind of partnership to have with the buyer. It could be 

something related to additional consulting advice on how to farm better take care of the trees if any 

unforeseen circumstances should happen. Furthermore, TT could benefit from its unfair advantages of 

the partnerships of KU and the lab in India. This way, the customer does not only buy trees for a certain 

period, but they also get access to the newest innovation through their partnership. This way, the farmer 

will also gain unfair advantages towards farmers not buying the product of TT. Farmers customers will, 

therefore, know that this farmer will be on top of the innovation in the industry. The price should increase 

every year so that after year 6-8 the price of the seeds should be close to the actual value of the tree and 

when the first harvest is conducted the full price should be applied, making it market-based.  

4.5.3 3: The third strategy is to charge a premium price, close to strategy one, but with an insurance-fee. 

The insurance payment that the buyers pay forces TT to freeze some resources in case any things happen 

to the trees. That will increase the cost of running this kind of business model. The additional need for 

insurance cash is needed to happen through an external third party. Therefor TT needs to find an 

additional Key Partner in the form of an investor or insurance company/bank that is willing to be part of 

this insurance deal. This strategy will help the risk-averse people in the industry to feel safer in trying a 

new product since they are covered.     

4.5.4 4: This strategy will as take its stance in selling at the price floor and then ad a performance 

percentage when the farmer sells the tree. This strategy has similarities to strategy two. However, the 

main difference is the lack of a partnership agreement. Here again, TT must rely to a certain degree on 

their reputation to keep customers coming back, beside the product. Moreover, they do not utilize some 

of their unfair competitive advantages in term of the key partnerships they have. A benefit is, however, 

no matter what, the revenue model will cover the cost of production, and the performance percentage 

will be additional. However, it is not sure whether the performance percentage will suffer to a certain 

degree due to the cycle of the industry (Figure 1.8). However, the effect on the business model is very 

similar to strategy one which required minimum modification. However, TT should experiment on 

additional channels to help the farmer to maintain the highest possible quality of the tree. That will add 



 
 

 

extra resources and an extra element to the business model. However, both parties have an incentive 

with this model that the trees reach as high as possible standard as possible (Ulrik Nyvold). Also, some 

degree of additional marketing is needed since the actual value of tree es not showable to the remaining 

part of the industry before 6-8 years into the future. Therefore, TT needs additional channels to get in 

contact with new customers as word of mouth will take some years. Here a potential channel could by 

field walk to showcase the trees (Ulrik Nyvold).     

Sub-conclusion 

The analysis of this papers business model canvas has shown how the pricing strategies can help TT to 

exploits its unfair advantages towards the customers. Further, it has shown the need for the strategies to 

be supported in practice. As with pricing strategies, the different elements of each strategy is not locked 

to a specific strategy, and TT can combine them to increase the value of the company and the product. 

For example, the knowledge through channels as consulting service is to be in both parties' interest. 

However, it should be run as a test in the beginning as it would increase in cost for TT, hence BOS. The 

same regard the partnership with the nurseries. The overall goal is that as many unfair advantages are 

being utilized. Through that create a value proposition that has the solution to the problems in the 

industry.   

 

 

 

 

 

 

 

 



 
 

 

5.0 Discussion   

5.1 Findings and Discussion   

The analysis has provided insight into the research question and the research objective. Research 

objective 1; How does the external environment influence the strategic decisions? The analysis has shown 

that the external environment possesses opportunities that TT can exploit. It has, therefore, influenced 

the strategy towards catching these opportunities and less on how the external environment possess risk. 

However, a recession can have an impact on the liquidity which combined with the conservative and risk-

averse mindset has influenced the strategy towards early adaptors and an active and flexible price 

strategy to mitigate these issues. Moreover, is the German market of interest due to the environmental 

regulations on ecology. The up and coming markets (southern Europe) are also of relevant, but the first 

in a couple of years. Furthermore, it is argued that an entry in the traditional markets will enhance the 

reputation of the product when market expanding is realistic. Additionally, the northern market has a 

more homogenous demand and makes it easier to stay Lean (Carl Johan Larsen, Ulrik Nyvold, Sune 

Norsker).  As mentioned, the external environment has also helped support the finding in skipping an 

agent in the value chain, based on the partnership and power relationship among nurseries and farmers.  

Research objective 2; Is TT internally capable of competing in the industry? The analysis shows that TT is 

capable of competing in the industry. It has further shown that TT also posses SCA internally. TT has the 

internal competencies to become a significant player on the market. The analysis also finds, related to 

research objective 3, that TT internally has capabilities of entrepreneurship and innovation to support the 

Blue Ocean strategy. This furtherly support the application of the canvas. So both aspect help mitigate the 

argued flaws of the Blue ocean strategy.   

Research objective 3; How can Blue Ocean Strategy & pricing strategy help tech tree reflect the value of 

the product? The analysis explored the benefits of a Blue Ocean strategy approach and has found to have 

some valuable points. The strategy helped identify which aspect of the product and the company that 

customer would find valuable. The analysis has shown that the name Tech can be up for discussion. It can 

limit the overall view of the company and therefore, also the value of its product. As noted in the external 

analysis, the industry is conservative and risk-averse. Therefore, the strategy will focus on how to 

overcome that. A suggestion from the blue ocean strategy is to create something innovative, hence a new 

value curve. By creating new value, the overall value of the company will, therefore, better reflect the 

actual value of the product. It is not possible to get the actual value of the product reflected at market 

entry solely relying on the product capabilities. TT needs an additional value to be added.  Then "spillover" 



 
 

 

value will help increase the perceived value of the product. Furthermore, the strategy also helped TT not 

only to optimise and reflect the actual value of the product. It will also help TT to create profit by having 

a focus on cost reduction.   

The pricing strategy builds on the findings of the Blue ocean analysis, regarding the need for additional 

value, for the actual value of the product to be reflected. The pricing analysis has, through its structure, 

highlighted different methods for TT to enhance the value and ease the farmers to buy TT's product. The 

pricing strategy also confirmed the benefit of innovators as the target segmentation.    

The analysis has also shown that the pricing strategy can enhance the SCA that TT posses through 

partnerships with its customers. That is argued to provide additional value.   

Research objective 4; - How shall tech tree design its business model so it can support the market entry 

strategy? TT can not rely on a standard business model canvas. The uniqueness of the product relative to 

the industry and the industry needs a tailormade business model canvas. The analysis has shown that TT 

shall focus on using the pricing strategy as guidance for the business model design due to the importance 

of pricing to market entry. The analysis also supports the case for applying the Lean start-up and draw 

inspiration from the Lean Canvas to contentious develop and innovate the company, as it is argued by 

Blue ocean strategy to be necessary.   

5.2 Discussion of the analytic framework  

The framework lacks power in the assumptions on how to acquire customers. The framework has assumed 

that if proper incentives are in place, then the farmers will buy the superior product. That is to be a rational 

assumption. The problem is, however, that the analysis finds that the farmers are not overly rational due 

to the conservative and risk-averse mindset. This paper has tried to convince irrational buyers based on 

rational argumentation. Therefore it is argued that the pricing strategy may have limited effect in 

acquiring the customers, that not already were interested in the product in the first place. Here more in-

depth interviews with farmers or a more detailed marketing effort designed for this specific industry could 

have been helpful. That will have helped in communicating the value and the SCA advantages that TT has. 

Furthermore, marketing actions are an everyday activity in a business strategy. The paper touch briefly 

upon some marketing channels in the business model canvas analysis, but not comprehensively and 

sufficiently. As mentioned, an in-depth customer acquisition analysis would have helped TT to 

communicates its advantages and SCA, hence helping to provide valuable insight into answering the 

research question. An investigation of potential marketing strategies could have given different insight 



 
 

 

that helped support or counter-argue the incentive-based assumptions made to design the strategy and 

the pricing strategy. Furthermore, a marketing analysis would have founded themes or aspects that were 

critical in acquiring customers and keeping them, that the framework has not been able to. After all, if no 

one buys or demand a product, does it have any value and are the competencies SCA?  

The framework, however, makes a strong fundament for the reaming aspects in a go-to-market analysis. 

It is combining the PESTLE on Porters five forces into a more connected framework. Furthermore, the 

internal analysis with a specific focus on entrepreneurs (or SME) combined with VRIO. The framework 

does not only provide a tremendous analytic framework on external and internal aspects but by 

combining them made sure that framework has examined the whole and not just parts. Furthermore, it 

is argued that the overall case-specific approach to both Blue Ocean Strategy, with the unconventional 

use of the strategy canvas, the pricing strategy approach with in-depth analysis of traditional strategies 

as skimming and penetration, combined with two newer approaches again analysis the whole and not just 

pricing strategies in parts. 

Moreover, it is excellent to investigate the issues TT has related to its market entry. The same is said about 

the approach to the business model canvas. The business model canvas for this paper is excellent to the 

case of TT were the physical product is made, and it is the support activities that are lacking. It provides 

and incentives to fail fast and learn, which is beneficial. This paper provides a new approach to market 

entry strategies which highly benefits from the synergy between the theories chosen. They are all 

connected and influenced by each other and help mitigate the pitfalls of each other.   

However, the Factors identified through the PESTLE analysis are to some extend long term and therefore, 

more suited toward long term strategy and not a go-to-market strategy. A strategy is long term orientated 

and go to market is short term orientated. It will still take years for farmers in the southern part to reach 

a high enough commercial production to become significant. However, it is assumed that when northern 

farmers know of the to come competition from the south, they will flock towards the best quality product 

to beat the competition. Meaning it will create a higher demand for TT and favour the five forces in TT's 

direction. That will make it easier for TT to enter the market because of an increase in demand for high-

quality products. Furthermore, by also looking ahead, it is argued that TT can better enter the market with 

competencies which can be turned into SCA in the future. Not only allowing TT to enter the market but 

go all the way to the end of the road an become a profitable business.   



 
 

 

5.3 Limitations  

As with all other academic papers, this paper has limitations as well. The interviews were with open-end 

questions and non-validated criteria, which was beneficial for the aim of this research. Nevertheless, it 

will make it very difficult to repeat the conducted research and get the same result. Furthermore, the 

generalization from a case study like this is difficult, and this influence the scientific value and power of 

this paper (Flyvbjerg, 2006). Furthermore, the small sample size of interviews, 6 in total and only four on 

record is a limitation. Due to the limited time and the specific circumstances combined with the 

explorative aim and the available secondary data, the approach is sufficient. However, it leads to the low 

external validity of the findings. Therefore further research is needed on a larger scale to investigate the 

strength and limitation found in this paper indeed. It is further argued that if the research allowed for 

time to collect quantitively data, the findings would have been more reliable or additional findings might 

have appeared. It would not only have helped the validity, but it might also have gained a more in-depth 

insight which would have been beneficial for the explorative aim of this paper. 

Furthermore, an increased number of in-depth interviews with farmers and nurseries could also have 

increased, not only the validity but also the number of explorative findings. That would have provided 

new options on, for example, the value curve, additional thought on the pricing strategies and maybe 

different focus on the business model canvas. It is, however, claimed that the findings of the paper are 

not invalid. That is because the triangulation has made sure that the data analyzed is truthful and have 

universal acceptance since it is accepted by several actors in the value chain all with different incentives 

to the case. The limitation is therefor only concerning the potential missed opportunities for more 

explorative findings due to a smaller sample.  

5.4 Academic relevance and further research   

Even with the limited academic relevance, the paper has provided new ideas and input into the academic 

field of entrepreneurship and go-to-market strategy. This paper provides an academic based framework 

for analyzing the market and its direct influence on the company. Further its shows what internal 

parameter are essential capabilities in SME and how to score them. Helping the entrepreneur in 

understanding his inherent advantages and disadvantages. It has further provided insight into how to 

combine different pricing strategies to help reflect the value of the entering product. However, it can also 

be used if quick and mass-market penetration is desired. 



 
 

 

Furthermore, it provides a new business model canvas which is helpful to entrepreneurs to design an 

underlying business better to support their idea/product. The canvas will help entrepreneurs not only 

enter the market but also to compete and protect and develop SCA. However, as discussed, further 

research is needed to validate the findings.   

The argued limitation of the Blue Ocean Strategy regarding creativity is an exciting topic for further 

research. As 75% of start-up fails, BOS will also fail. Therefore this paper argues for further research into 

if it is the lack of inherent creativity and innovation capabilities that are to blame or at least is a significant 

issue when applying the theory. How many firms that strive for BOS has innovation capabilities internal 

and how is the success rate from thus who have not and thus who have. After all, to find the relevant 

solution to reduce cost and enhance value is a complex task; otherwise, all firms would succeed by 

following the BOS.    

Further research in terms of the paper's practical implications regarding TT is also needed. Further 

knowledge into the commercial aspect of the end consumers behaviour and the retail industry, should be 

investigated. The reasons for not including it in the paper is mentioned in the delimitation. It would have 

created an understanding of the mechanism in one of the aspects of the value chain, the retail. These 

agents are of power and influence when the industry is experiencing a surplus in supply. It could have 

been of interest to see whether dealing directly from seed vendor to retail maybe could lessen the 

fluctuation of the cycle, by having long term sales agreement. That could maybe help the aspect of game 

theory which the industry so widely suffers from. Further, it would have been interesting to see how 

willing the end consumers were to pay for a better tree. 

Furthermore, if the product advantages' that TT has in the analyzed part of the value chain are 

transferable to the end consumer, could retail could mark up the prize for trees further? Alternatively, 

would it result in a cut in the retail profit margin or a cut in the selling price for the farmers? The knowledge 

on this field could be beneficial in sooner than it might logically seems to be (10-15 years from now, 1,5 

production cycle). If TT knew how the end consumers and retail industry would react to the new trees, it 

could be easier to sell the idea to the farmers since a customer from their perspective already had shown 

interest, this could lead to mitigate the risk for the farmers. On the other hand, it could also gain TT inside 

too if any potential obstacles concerning the retail industry.   

Furthermore, it will be of relevance to explore the effects of the retail industry, purchasing top quality 

trees. Typically, retail buys the second-highest category (Carl Johan Larsen). How will this change affect 



 
 

 

the categorization and price of trees from other seeds? Further, how will this change the five forces in the 

industry? It is important to identify these effects as the retail industry has 40% off the sale and the market 

share is increasing (Sune Norsker) and is, therefore, are a vast market with turnover which could become 

relevant for TT.   

6.0 Conclusion  

What go to market strategy will best optimise the value and competitive advantages of the startup 

tech tree? 

This paper concludes that the go-to-market strategy that best will optimize the value and the CA of tech 

tree is based on the four sub-conclusions of the four research objectives. External environment analysis 

has shown that TT will benefit from targeting the innovating farmers in the industry. That is due to the 

better product-market fit and lower risk awareness.  It has also shown that TT has limited need to target 

the mass market in its entry as the industry will change in a direction where the product will encounter 

an increased demand. Further supporting the entry into the innovative segment of the industry. 

Further TT shall focus on the farmers and through them create a demand that forces the nurseries to 

nurse the plants. That is due to the higher value the product has to farmers compared to nurseries. 

However, the nurseries still play an essential role and should carefully be taken off as a key partner.   

TT shall in the go-to-market strategy have an extra focus on their pricing strategy. This paper concludes 

that the best strategy to enhance the value and the CA is a mixture of the four pricing and BM analyzed. 

The focus shall be on CA advantages, a long-term partnership and flexibility to the individual customer in 

terms of payment. Further, TT must not set the price low as it will create an anchor a diminish the 

perceived value of the product in the long term. The disadvantages of a high price are also set to be 

mitigated when targeting the innovative segment.   

TT should go for the market entry focus on the local markets, Denmark and Germany. Here it is argued 

that the also can benefit from their reputation as a marketing tool. TT also has the internal capabilities to 

execute the BOS in the long run, and therefore be able to be a profitable business. Therefore it also argued 

that TT should start with a narrow portfolio and wait with to they are established in the market to start 

building a menu of seeds. That will keep them more agile and better suited to design services which create 

additional value for the customer. The additional values are set to decrease the threat of entry and to 

become CA later.   



 
 

 

However, this paper acknowledges the low reliability of the paper and the effect it has on the practical 

implications. It, therefore, suggests TT to experiment and conduct further research on the findings from 

this explorative paper. That is especially the case regarding the additional services linked to the pricing 

strategy.   
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Appendix 
 
Structure  
1-4: Interviews 

5-7: Documents  

8-11 E-Mails 
 
Interviews 

Appendix 1 
Voice recording Ulrik Nyvold 1st. Interview 

Appendix 2 

Voice recording Sune Norsker 2nd Interview 

Appendix 3 

Voice recording Peter L Larsen  4th interview 

Appendix 4 

Voice recording Carl Johan Larsen 5th Interview  

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 
 

 

Documents  
Appendix 5 Elitekloner idegrundlag – Document from TT

 



 
 

 

 

 



 
 

 

 

 



 
 

 

 

 



 
 

 

 

 

 



 
 

 

Appendix 6 
Seedfarms præsentation - Presentation, Business case Levinsen & Abies  

 



 
 

 

 



 
 

 

 



 
 

 

 

 

 

 

 

 

 

 

 

 

 

 



 
 

 

Appendix 7  
Prices – Danish Christmastree presentation

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 
 

 

Data collection – E-mails  

Appendix 8 

Claus Jerram Christensen <cjc@christmastree.dk> 

Man 02-03-2020 10:27 

Historiske priser og sortering.pptx 

Gemt til OneDrive 

Hej Mikkel, 

  

Tak for snakken. 

  

Her følger link til de lovede artikler og præsentationer. 

  

Produktionsøkonomi:  

https://www.christmastree.dk/login/minside/?returnurl=%2fmedia%2f412076%2fCJC_Produktionspris_
p%c3%a5_juletr%c3%a6.pdf 

  

Betydning af sortering på den samlede producentpris (vedhæftet) 

  

Plastiktræsudvikling i USA og Tyskland: 
https://www.christmastree.dk/formidling/naaledrys/109/plastiktraeer-er-det-noget-man-skal-bekymre-
sig-om/ 

  

Venlig hilsen 
 
Direktør Claus Jerram Christensen 
Danske Juletræer 
- træer & grønt 

 

 

 



 
 

 

Appendix 9 
 
Sendt: Tuesday, April 14, 2020 9:43:28 AM 
Til: Mikkel Pedersen <mipe15ac@student.cbs.dk> 
Emne: SV: Rettigheder 

  

Hej Mikkel 

  

Vi har eksklusivitet med Indien. 

  

Vi har patent ift. KU – og en eksklusiv ret til den klon, som de har fundet frem til. 

  

Venlig hilsen / Kind Regards / Mit freundlichen Grüßen 

 
Sune Graae Norsker 

CEO / Adm. direktør 

 
Appendix 10 

2-4 år inden høst ja 

 
 

Mvh Sune Graae Norsker 

 
 

CEO/adm. direktør 

Green Team Group 

+45 22 424 424 

 
 

Fra: Mikkel Pedersen <mipe15ac@student.cbs.dk> 
Sendt: Wednesday, April 22, 2020 3:24:42 PM 
Til: Sune Graae Norsker <sune.norsker@greenteam-group.com> 
Emne: Sv: tech tree 



 
 

 

  

Tak, så reelt 4 år inden høst?  

Mikkel 

 

Fra: Sune Graae Norsker <sune.norsker@greenteam-group.com> 
Sendt: 22. april 2020 15:23 
Til: Mikkel Pedersen <mipe15ac@student.cbs.dk> 
Emne: Re: tech tree 

  

Når de er ca 6 år fra udplantning 

 
 

Mvh Sune Graae Norsker 

 
 

CEO/adm. direktør 

Green Team Group 

+45 22 424 424 

 

Appendix 11 

Ulrik Nyvold <ulrik.nyvold@techtree.dk> 

Ons 15-04-2020 21:51 

Nej desværre. Det er ikke meget på skrift. Vi er i en branche, hvor mange traditionelt har haft moralen 
på et meget lavt sted. Branchen bliver heldigvis mere og mere professionel og enhederne større. 
Derfor bliver gennemskueligheden bedre og båndene stærkere mellem os og vores kunder. 

  

Vi har vækstet igennem åbenhed, dialog og udvikling. Andre forsøger at sætte en kæp i hjulet fordi de 
ikke selv er opfindsomme eller måske mangler strategi. For alle de 3 tilfælde du nævner har deres 
strategier givet bagslag. 

  

Sig til, hvis jeg skal uddybe mere 😊 



 
 

 

  

Fra: Mikkel Pedersen <mipe15ac@student.cbs.dk> 
Sendt: 9. april 2020 12:20 
Til: Ulrik Nyvold <ulrik.nyvold@techtree.dk> 
Emne: Rivalisering i markedet 

  

Hej Ulrik  

  

Har du nogle kilder på den rivalisering der er i markedet. Altså noget på skrift eller links som viser den 
rivalisering af konkurrenter der internt er i markedet 

 

 

 

 
 
 
 

 

  

 


