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Abstract 1 

Abstract 

In this paper, the researchers examine the applicability and effect of a purpose-driven business model 

in the Danish B2C wireless telecommunications industry in the case of Greenspeak. Greenspeak is a 

Danish purpose-driven telecommunication provider that donates most of its profits to charity. The 

research consists of an inductive approach by conducting several semi-structured interviews with the 

case company and other appropriate sources. The empirical findings were derived with the use of 

thematic coding to determine the essential factors that have influenced Greenspeak’s usage of 

Purpose. The key findings suggest that the shift in market needs, the dynamics of the industry, the 

circumstances of the founders, as well as the structure and strategy of Greenspeak have contributed 

to Greenspeak’s ability to leverage purpose and retain a competitive advantage. 

In the discussion, the interdependence of the influential factors was determined, resulting in a model 

that illustrates the flow of impact between the different categories. Furthermore, the discussion tapped 

into the challenges that arise from Greenspeak’s hybrid business model design, and what can be 

constituted as a success for purpose-driven businesses. Finally, the results of the study indicate that 

for a purpose-driven business to be successful in the given industry, it requires extraordinary 

managerial capabilities, which Greenspeak has not fully obtained. Additionally, the intention-

behavior gap proved to be a significant challenge for Greenspeak since ethical consumers rarely walk 

their talk. Consequently, the recommendations focus on the price-oriented competition, which forces 

Greenspeak to invest more in marketing to increase their presence in the market; hence, they will 

have to compromise on their principles. 
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Chapter 1 - Introduction 5 

Chapter 1 - Introduction 

"Virtually all of the economic growth that has occurred since the eighteenth century is ultimately 

attributable to innovation," as stated by Baumol (2002) and innovation has, for a long time, involved 

developing better products or innovating the operations of businesses. However, the parameters that 

companies can innovate are complex and are continually changing. A report prepared by Deloitte 

suggests that purpose-driven companies witness higher market share gains, three times faster growth 

than their competitors, and increase customer and employee satisfaction. The consumers identify with 

the Purpose of the brand, and together they align with who they are and who they want to be (O'Brien 

et al., 2019).   

Sustainability, social entrepreneurship, and environmental awareness are trending topics, which is 

evident in the number of companies adopting more purpose-driven business models. However, the 

level of Purpose integrated into the business differ, as some only use it as a tool to advertise and to 

capture more market share. Still, real purpose-driven companies separate themselves from others 

through longevity and authenticity. Ultimately, brands can discover new opportunities for growth and 

outpace their competitors when leading with the Purpose (O'Brien et al., 2019). This paper aims at 

examining how Greenspeak has utilized a purpose-driven business model in the Danish B2C wireless 

telecommunications industry. The areas which will be covered are entrepreneurship, implementation 

of Purpose, the impact founders have, the dynamics of the industry, and strategy. Start-ups that have 

failed due to self-inflicted mistakes are endless, and most of them did not even have to worry about 

their purpose integrity. Founding a business and driving it towards success is a long road of dilemmas 

and pitfalls that will test the skills, experience, and endurance of the founders (Wassermann, 2013).  

1.2 Motivation 

The motivation behind this study is a combination of the researcher's collective interest in 

sustainability and innovation, and how it has initiated a new wave of business competing on different 

factors than price and quality. Furthermore, the researchers' experience with the Danish 

telecommunications industry in which they have conducted several research studies throughout their 

bachelor's and master's degree led them to choose this industry as their point of research. The previous 

studies have mainly concerned the disruptive entrants with a clear exit strategy or on the established 

incumbents and their use of mergers and acquisitions to retain market share, source innovation, and 

gain power over the distribution in the industry. The findings of these studies indicate that price is the 

basis of competition.   
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This time the researchers wanted to combine their interest in sustainability and the Danish 

telecommunications industry by looking at Purpose in the case of Greenspeak. In a previously held 

interview with the founder of Telmore and Bibob, Frank Rasmussen, suggested that there was no 

opportunity for Purpose and sustainability in this industry. Thus, the researchers wanted to look 

deeper into how Greenspeak's Purpose might have overcome the hurdle of the consumers being price-

focused, and if the dynamics of the industry is changing towards becoming more purpose-oriented. 

TDC and Telenor have initiated a new sustainability strategy, and Call Me has, for a long time, used 

purpose-driven marketing. However, no company within the industry has such strict rules and 

principles for themselves as Greenspeak, thus why the researchers chose them as the case company.  

1.3 Problem Statement 

The motivation of the study has led the researchers to the following problem statement:  

How successfully has Greenspeak applied a purpose-driven business model as a strategic instrument 

to penetrate the Danish B2C Wireless telecommunications industry since its founding in 2014? 

The problem statement is made operational through the following research questions: 

1. Which current external factors have a critical effect on the players in the Danish B2C wireless 

telecommunications industry, and how has the increased awareness on sustainability and 

Purpose motivated the transformation and development of purpose-driven business models in 

the last ten years in Denmark? 

2. What characterizes the dynamics of the Danish B2C Wireless telecommunications industry, 

and how does it influence Greenspeak's ability to leverage a purpose-driven business model? 

3. How do Greenspeak's structure, resources, and strategy, including the characteristics of the 

founders, affect their competitive ability in the Danish B2C Wireless telecommunications 

industry? 

4. How have other companies leveraged Purpose and CSR as a strategic tool in the Danish B2C 

Wireless telecommunications industry? 

The researchers of this study developed the four research questions to determine and analyze the 

essential aspects of Greenspeak’s purpose-driven business model, in order to examine their use of 

Purpose as a strategy and the success of that. The analysis will include analyzing the external factors, 

the industry dynamics, the founders, and the internal resources and capabilities of Greenspeak.  
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1.4 Clarification of concepts 

Throughout the paper, several specific concepts will be introduced. Thus the researchers felt it was 

necessary to provide an initial clarification of those concepts. Furthermore, concepts like Purpose, 

CSR, creating shared value will be explained further in detail in the literature review.  

Concepts Description 

Danish B2C Wireless 

Telecommunications 

Industry 

The industry of wireless telecommunications services offered to 

private customers. The wireless service in focus is mobile 

subscriptions, including talk, data, and text. 

Greenspeak A Danish player in the given industry, who separates themselves 

from the competitors by having a purpose-driven business model. 

Greenspeak will be explained further in the third chapter. 

Telenor Group Telenor is a market-leading company that has several different 

brands in the industry. Furthermore, Greenspeak leases access to 

Telenor's network infrastructure as part of a wholesale agreement. 

TDC Group A market-leading company that also has several different brands in 

the industry, including Yousee and Tellmore. 

Wholesale agreement The most significant players on the market have their own network 

infrastructure, which other players can lease access to through 

various wholesale agreements. The circumstances of the contract 

differ as a consequence of the level of services provided by the 

network owner.   

Category The empirically derived topics trough thematic coding that will act 

as the analytical point of reference throughout the study. 

Table 1 - Clarification of concepts 

1.5 Delimitations 

The limitations of the study are presented in the following sections. The emphasis will be on the 

boundaries of the research and empirical foundation of the study, while the theoretical limitations 

will be displayed in the theoretical part of this report.  

1.5.1 Research Delimitations 

The research has been limited to the last six years, starting in 2014, since Greenspeak was founded 

in 2014. Greenspeak has several sub-brands in other industries, but because of their lack of influence 

on the operations of Greenspeak at this moment, they are disregarded in this study. The Danish 
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telecommunications industry consists of several different products and services. However, since 

Greenspeak does not offer broadband, landline, or tv products, the industry has been limited to only 

consider the wireless services. Additionally, business customers have such a small impact on the 

operations of Greenspeak; therefore, the sector has been further limited to B2C customers.  

1.5.2 Empirical Delimitations 

The empirical data is based on three primary interviews, two with Greenspeak and one with TDC 

Group. Furthermore, in the latter stages of the research, an interview with Vimobil was conducted. 

Another one was held with Merkur Andelskasse to gain additional insights into a purpose-driven 

company in another industry. The researchers wanted to do conduct additional interviews with other 

incumbents of the industry, such as Telenor, Telia, and Call Me, to gain a richer understanding of the 

dynamics of the industry and the involved players. However, they did not want to take part.  

1.5.3 The researcher's application of the term Purpose 

Throughout this paper, the term Purpose will be used extensively, and different theories using the 

term will be presented. The idea of purpose has many various aspects and different ways of being 

implemented. Authors like Roy Spence and Simon Sinek use the term to justify the organization's 

purpose of existence. The purpose will define the business, employees, and customers. In this sense, 

purpose-driven companies can be any company that can persuade people that they deserve to exist 

since their offering to some extent has an impact on the customers' life.  

Consequently, the researchers would like to clarify the use of purpose in this study. Purpose includes 

the need to create a relatively positive effect on society, people, and the planet. The company truly 

needs to have a purpose beyond profits, which is evident in companies like Greenspeak and Social 

Foodies, where profit seems secondary to making a positive impact on the world. Furthermore, it is 

crucial to understand that Purpose goes beyond CSR since such efforts usually are compensating, 

where the origin of purpose stems from a want to create a positive effect from the core business and 

serve all stakeholders (Pontefract, 2017).  
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1.5 Structure of the report 

The structure is illustrated in the figure below to ensure simplicity and transparency for the reader. 

The report consists of seven different, yet interdependent, chapters that will gradually transition from 

explaining the researched problem to finally answering the problem formulation and proposing some 

recommendations for the management of the case company. 

In chapter one, the motivation behind the study is introduced, which leads to the problem statement. 

The researchers will briefly define the essential concepts of the study, while some of the limitations 

of the study will be clarified. In the second chapter, with the use of Saunders Onion, the 

methodological foundation of the research is explained. The following chapter takes a deep dive into 

the presentation of the case company, Greenspeak, followed by introducing the inductively derived 

categories from the thematic coding process. The categories will, from that point, serve as different 

theoretical and analytical headlines. Chapter four concerns the conceptual framework of the study, 

starting with a comprehensive review of the relevant literature, and then the chosen theory for the 

analysis will be presented. The analysis of the study is in chapter five, in which the findings of each 

category will be discussed individually and then collectively in chapter six, the discussion. Finally, 

in chapter seven, the researchers will answer the research question and present their recommendations 

for the case company.   

  



 

Chapter 1 - Introduction 10 

Structure of the Report 

Introduction 

How successfully has Greenspeak applied a purpose-driven business model as a strategic 

instrument to penetrate the Danish B2C Wireless telecommunications industry since its founding 

in 2014? 

 

Methodology 

Saunders Onion Thematic Coding 

 

Case Description 

Company and Product Background Deriving Categories Categories summarized 

 

Theory 

Literature Review Presenting Theory 

 

Analysis 

The shift in  

market needs 
Industry Founders Firm Strategy 

 

Discussion 

 

Conclusion, Recommendation and Managerial Implications 
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Chapter 2 - Methodology 

2.1 Introduction 

The structure of the methodological assessments in this project is constructed by applying and 

reflecting on the six different layers of the Research Onion by Saunders et al. (2009). By utilizing the 

research onion, the researchers gradually transition between the six different layers of the onion in an 

inwards movement, which is reflected by the structure of this section. The researchers will present 

their reasoning for the methodological choices made in each layer (Saunders et al., 2009). 

Additionally, the researchers have decided to include the methodological technique Thematic Coding 

by Corbin and Strauss (2008) to determine the critical findings of the performed interviews.  

2.2 Philosophy 

The researchers of this study share the same research philosophy, being interpretivism, where the 

researchers believe that certain aspects of research in business and management cannot be analyzed 

with definitive objective laws. Consequently, according to Saunders et al. (2009), the interpretivism 

philosophy stems from the researcher trying to: "...understand the differences between humans in our 

role as social actors" (p. 129), mainly by using qualitative data collection techniques (Saunders et 

al., 2009). Furthermore, the researcher welcomes adjustments to its own beliefs and actions from 

observing and interpreting the actions of others (Saunders et al., 2009), in this case, being the 

interviewed case companies. In business and management studies, interpretivism often includes 

studies of organizational behavior and commercialization (Saunders et al., 2009); thus, why the 

researchers believe such an approach is fitting with this study. 

The ontology, epistemology, and axiology within interpretivism are fulfilled and followed by the 

researchers. The nature of reality or being is subjective and socially constructed (ontology). 

Subjective meaning and social phenomena are considered adequate knowledge (epistemology). The 

researchers cannot be separated from the study, which provides subjective findings (axiology) 

(Saunders et al., 2009). 

2.3 Approach 

In this study, the researchers have used an inductive approach, in which the research constitutes of 

analyzing and formulating theory from the data that has been gathered from the qualitative methods 

(Saunders et al., 2009). The data is derived from several interviews with industry-specific cases. The 

interviews and sourcing of the candidates will be elaborated on in the techniques and procedures 
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layer of the research onion. The researchers felt that it would be more satisfactory to use an inductive 

approach instead of deductive since the amount of literature in the field of Purpose is very limited. 

Therefore, this research could ultimately work as a theoretical foundation for a potential deductive 

approach in a future study. 

2.4 Strategy 

The interpretivism philosophy and inductive approach are reflected in the research strategy of this 

study since a case study and grounded theory are often applied in such research. The researchers 

chose the mentioned strategies as it would enable them to ultimately answer the research questions 

and thereby satisfy the objective of the study (Saunders et al., 2009). Furthermore, to support and 

substantiate the findings of the qualitative methods, a single survey was constructed to increase the 

validity and reliability of the findings trough triangulation (Saunders et al., 2009). 

Case Study 

Several cases will be presented throughout this study. However, the strategy consists of a single case 

study since Greenspeak will be the focal point in the research. The other cases will simply represent 

alternative business models and approaches to CSR and Purpose (Saunders et al., 2009). The case, 

being Greenspeak, was studied by interviewing the head of communications in Greenspeak, and the 

conducted interview will be explained further in the techniques and procedures section. Since the 

focus point of the research is on the business model of Greenspeak, the study will look at Greenspeak 

as a whole, thus why it can be considered a holistic case study. However, the study will mainly focus 

on the value proposition and performance of Greenspeak (Saunders et al., 2009). 

Survey 

As previously mentioned, the survey was constructed to gain triangulation by substantiating the 

findings of the conducted interviews. According to Saunders et al. (2009), a survey is usually a 

deductive approach, and a great method to better understand different aspects of a population trough 

samples. It is important for the reliability and validity of the findings if the sample of the survey is 

representative of the target population; otherwise, the findings might not be usable for the study 

(Saunders et al., 2009). The constructed survey was a web-based questionnaire with a respondent-

completion formation, with zero involvement from the interviewer, since the respondents had to 

complete it all by themselves on screen, either by mobile or computer (Veal, 2011). The development 

and findings of the survey will be further explained in the techniques and procedures section.  
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Archival Research and second-hand data 

Archival research will not serve as the main source of data in this study, as they represent historical 

and administrative documents (Saunders et al., 2009), but will serve as useful second-hand data. This 

will include the financial reports from the cases and some external sources of information provided 

by services like MarketLine to increase the researchers understanding of the industry and external 

environment. Furthermore, additional second-hand data was acquired from the researchers' bachelor 

paper. Especially the second-hand data from the researchers' interview with Frank Rasmussen, former 

CEO and founder of Telmore, Bibob & Justfone, will be applied in this study.  

Grounded Theory 

Grounded theory is closely associated with an inductive study (Saunders et al., 2009). Thematic 

coding will be used as the methodological technique of the grounded theory, since, according to 

Corbin and Strauss (2008), it can be a beneficial approach to extract and systemize the information 

that has been collected from the interview. The theory built in this study could be used in future 

research; thus, why grounded theory can act as a combination of induction and deduction (Saunders 

et al., 2009). How the coding has been applied will be explained in the techniques and procedures 

section. 

2.5 Choices 

The methodological choices used in this study were initially mono method since the researchers have 

based most of the study on a single procedure, being semi-structured interviews. However, the 

researchers decided to include a survey, thereby using mixed methods, since the researchers use both 

qualitative and quantitative methods (Saunders et al., 2009). The researchers decided to adopt a 

mixed-method in order to analyze the consumers in the Danish B2C telecommunications industry. 

Furthermore, the customer-aspect will also be analyzed trough second-hand data provided by the 

cases and external sources. 

2.6 Time Horizons 

The research will be focusing on the six years that Greenspeak has existed. However, since the 

empirical data has been collected over a short period and focuses on the current competitive landscape 

within the industry, the study is cross-sectional (Saunders et al., 2009). Archival research and second-

hand data will be used to gain a better longitudinal understanding of the industry and cases.  
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2.7 Techniques and Procedures 

Sourcing of candidates 

The process of sourcing the right candidates is significantly important to ensure the appropriate level 

of gathered information. The first candidate was Mark Rasmussen (MK), the head of communications 

in Greenspeak, who had a great amount of knowledge in relation to the marketing and branding of 

Greenspeak. The CEO Anders Bøgeløv Jensen was also of interest, as he had more knowledge of the 

strategic and economic aspects. Still, he was not able to participate in an interview. 

The first interview with MK was conducted on the 23rd of January at the Think offices, at which 

Greenspeak operates, and the second interview with MK was on the 11th of March at the same 

location. MK's work experience stems from customer service in the telecommunications industry at 

Telenor and Telia. He is mainly responsible for customer service, social media, and content 

development at Greenspeak. 

The second candidate was Emilie Wedell-Wedellsborg. She was directly sourced due to her 

knowledge of CSR and sustainability within TDC Group and the industry since she is the head of 

CSR at TDC Group. She has a master's in political science and has worked for more than ten years in 

the Danish parliament. She had been a part of TDC Group since 2015 and been head of CSR since 

2016. The interview with EW was conducted on the 24th of February at the TDC Group Headquarters. 

The third candidate was Claus Skytte, the head of business customers at Merkur Andelskasse, where 

he has worked for over twenty years. Merkur Andelskasse has been purpose-driven ever since its 

founding in the 1980'es, which sparked the interest of the researchers, to understand how a company 

has succeeded in having a purpose-driven business model in another industry. The interview was 

conducted on the 29th of January at the Merkur Andelskasse Headquarters. 

The fourth candidate was Julia Köhler, president of Oikos Copenhagen. Oikos Copenhagen is a 

student organization at CBS that provides a platform where students, academia, businesses, 

government, and NGOs collaborate towards a sustainable future. Moreover, they aim to enable 

stakeholders to share and gain knowledge within sustainable economics and management, and to 

empower today's and tomorrow's leaders to implement sustainability-driven solutions. The 

researchers approached Oikos to get a deeper understanding of how and if sustainability is 

increasingly becoming more important for business school students. The interview was conducted on 

the 26th of March over email.  



 

Chapter 2 - Methodology 15 

The fifth candidate was Simon Agger, who was the founder of a similar company to Greenspeak, 

called Vimobil. He was approached due to his experience with founding a purpose-driven business 

in the Danish telecommunications industry. The interview was conducted on the 17th of April over 

the phone.  

The sixth and last candidate was Steen Søndergaard, who was part of the founding team behind 

Lokaltelefonen, which is another similar company to Greenspeak. He was approached similarly to 

Simon Agger, and the interview was conducted over e-mail on the 17th of April.  

The researchers reached out to several other interesting cases such as Naboskab and the Footprint 

Firm, since they act as advisory consultants on sustainability, and can consider experts on the subject. 

Telia and Telenor were also contacted in hopes of getting an interview, but they were not interested. 

Telia could have been very interesting to talk to since they have a sub-brand called Call Me, which is 

an excellent example of a brand that uses Purpose.  

Semi-structured interview 

An interview is a qualitative method facilitated as a planned discussion between two or more parties, 

in this case, the researchers and a representative of the case companies, to research the interviewee's 

perspective and perception on certain topics. If done correctly, insightful data, which is valid and 

reliable, can be gathered from the interview and applied to answer research questions (Saunders et 

al., 2009). 

The semi-structured interview was based on an interview guide that was built on a variety of different 

topics that the researchers would make sure to cover. Still, the freedom to explore several other topics 

and questions that would arise during the interview was welcomed, due to the conversational format 

between the interviewer and interviewee. Furthermore, for each of the interviews, the interview guide 

would change to serve the purpose of the interview best. To ensure that all the information would be 

saved, the researchers recorded the audio during the interview, with consent from the interviewee, 

and occasional notetaking would take place. The semi-structured interview is favored in cases where 

the purpose is to gain exploratory, and explanatory information since the format ensures that the 

interviewee is not restricted by a questionnaire and can, therefore, speak freely on the arising topics, 

because of the open-ended format (Saunders et al., 2009; Veal, 2011). The only constraint, in this 

case, was time, as the interviewees could only talk for an hour. 
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The information gathered from semi-structured interviews tells each a unique story of the role of 

Purpose, CSR, and sustainability within the Danish Telecommunications industry. The researchers 

decided to conduct a follow-up interview with Greenspeak in order to gain a better understanding of 

their business model. The interview was once again semi-structured, with the interview guide 

focusing mostly on the different components of the Triple-Layered Business Model (Joyce and 

Paquin, 2015). However, it became evident that the interviewee (Mark Rasmussen) had a lack of 

knowledge on several components of the business model, and in general, on business theory. Several 

of the introduced theories and aspects in the interview required an explanation from the interviewers.  

Transcription 

Transcribing the audio recordings from the interviews is a time-consuming task, but it was deemed 

as a necessary initial step in the data collection process (Saunders et al., 2009). The interviews were 

in Danish and later translated during the transcription by the researchers of this study. Since the 

researchers are both fluent in English and Danish, it is assumed that no critical points have been lost 

in translation.  

Thematic Coding 

In order to extract the most important information from the transcribed interviews, thematic coding 

was used by the researchers (Corbin and Strauss, 2008). The process consists of several steps, and 

the first consisted of the researchers individually reading through the transcriptions from the first 

interview with Greenspeak and the interview with TDC Group, to ensure that everything that the 

interviewee expressed during the interview was understood. The next step consisted of the researchers 

individually highlighting the parts of the interview that was most important and of most interest to 

the study and grouping these parts into different categories. 

The researchers proceeded to compare the individually extracted categories and explained to each 

other the content of each category in order to be perfectly aligned. The researchers agreed upon which 

categories were of most interest, which is the following: 

1. The shift in market needs 

2. Industry 

3. Founders 

4. Firm 

5. Strategy 
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The different categories will be analyzed with the use of relevant theories and models in order to 

determine how they have influenced Greenspeak's utilization of Purpose and to help in answering the 

research question. This research process is similar to selective coding by Corbin and Strauss (2008) 

and works great together with grounded theory and the inductive approach (Saunders et al., 2009).  

Questionnaire-based survey 

As previously mentioned, the researchers decided to conduct a survey to substantiate the findings of 

the qualitative methods and to gain a richer understanding of the preferences and needs of the 

consumers. The survey was designed as a web-based questionnaire survey to be posted on social 

media (Facebook), in a respondent-completion format, in which the most critical findings can be 

found in appendix 4. The questions were formulated in Danish, as the respondents would most likely 

be Danish. The respondents would have to complete the survey online either by mobile, tablet, or 

computer through the link provided by the researchers, without any participation of the researchers 

(Veal, 2011). The survey tool used in this process was provided by surveymonkey.com, which is a 

free service.  

The researchers considered alternative designs of the survey, such as an interviewer-completion 

format, in which the interviewer has a larger role of the data collection, including reading out the 

questions and recording the answers of the respondent. The advantages of such a survey consist of 

more accurate and complete answers, as the interviewer can further explain the questions if the 

respondent is unsure about the meaning (Veal, 2011). However, the respondent-completion format 

was deemed as the superior design as it is cheaper, less time-consuming, and the respondent can stay 

anonymous, thereby lowering the threat of the respondent not providing honest answers. Yet, non-

truthful answers could still occur if the respondents do not understand the answers (Veal, 2011).   

The survey consisted of ten closed questions, without the possibility of the respondents to further 

explain their reasoning behind their answers, which might conflict with the interpretive and 

qualitative approach of the researchers. However, since the survey would only play a small part of 

the research, the researchers decided to keep the design as is, to gain quantitative data that could 

substantiate the findings of the qualitative methods (Veal, 2011).  

The first two questions were more concerned with the demographic of the respondents by asking 

about the gender and age of the respondents. Then the questions went more into detail with the Danish 

B2C telecommunications industry and the preferences of the respondents when choosing between 

telecommunications services. Furthermore, the respondents were asked about the role of 
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sustainability in telecommunications and in general. The last questions focused more on Greenspeak 

to understand if the respondents would want to change their current mobile subscription to another 

service in which the company donates most of their profits to charity and if they would pay more for 

such a service. In the very last question, the researchers linked to a promotional video from 

Greenspeak and asked if the respondents were familiar with them.  

There was a total of 100 respondents, where 42 percent were male, and 58 percent were female. The 

majority of the respondents were in the age group between 50 and 65, while only four respondents 

were between 30 and 40. Therefore, one could argue that the population could have been represented 

better if it was more evenly distributed amongst the different age groups. Furthermore, most of the 

respondents had either Yousee or 3 as their telecommunications provider. The findings suggest that 

the respondents primarily considers price, coverage, and content when choosing a mobile subscription 

service: 

 

Figure 1 - The respondents' preferences when choosing a mobile subscription. 

Even though most of the respondents acknowledge that sustainability has become more critical for 

them in the last five years, only a small amount considered sustainability when choosing a mobile 

subscription. When asked if they would be willing to switch to a provider that donates most of its 

profits to charity, the majority were not sure as 55 percent said maybe, and the majority were not 

interested in paying more. However, if that service did match the price, coverage, and content of the 

respondent's current subscription, 73 percent would be willing to change, and only seven percent said 
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no. Lastly, when asked if they knew of Greenspeak, only seven respondents said yes, while the 

remaining 93 respondents said no.  

 

Figure 2 - Respondents' willingness to switch service providers. 

2.8 Final remarks on Methodology 

The methodological choices made by the researchers throughout this study has equipped them with 

the necessary tools to answer the research questions. The interpretivistic philosophy and inductive 

approach will be evident throughout the report as it has been the foundation of the conducted 

interviews and survey, in which the researchers have extracted its basis of empirical data. The basis 

of thematic coding and grounded theory can pave the way for new studies, perhaps to test the theory 

that has been built throughout this report.  
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Chapter 3 - Case Description and coding categories 

3.1 Case company 

Greenspeak is a Danish telecommunication company founded in 2014. The founders recognized some 

fundamental flaws in the incentive structures of companies and the western society that are not good 

for both the people and the planet, hence why they founded Greenspeak to make a positive impact on 

the society. The founders considered starting a political party or an NGO but realized that the problem 

in both cases was the lack of funding. Consequently, they decided to start a company with a purpose 

to donate as much of the profits as possible to social and environmental charities (Appendix 1).  

The decision to start a telecommunication company was more or less random. They knew that it 

needed to be a subscription-based service that all people could use. The company acquired its first 

customers four years ago, and now the organization consists of five employees. They have donated a 

total of 1.1 million DKK to charity during those four years. In the initial first three years of operating, 

Greenspeak was more of a hobby project than a company, as the founders worked for free a couple 

of days a week. Due to their recent growth in the customer base, the founders were able to go full 

time in 2019 while hiring two additional employees. However, the new employees work on other 

affiliated projects of Greenspeak (Greentown, and Projekt Solstrøm). Greenspeak is responsible for 

its sales, marketing, and customer service, while Telenor handles everything else as part of a 

wholesale agreement. Consequently, they have to match the prices of the Telenor owned brand CBB 

mobile, meaning Greenspeak is one of the cheapest mobile subscription companies in Denmark. The 

circumstances of the wholesale agreement will be explained further in detail in the analysis (Appendix 

1).  

Principles for business 

The founders have made several purpose-driven principles and rules, to ensure that the majority of 

the profit is donated to charity. The rules for business are as follows (Appendix 1): 

1. The founders cannot sell their shares of the company for more than the original value. 

2. The max salary is 30.000 Dkk/month per employee. 

3. Everyone earns the same, regardless of role and responsibility. 

4. As much as possible is donated to charity, but no less than 2/3 of the profit. 

5. The customers of Greenspeak decide which charity to donate to, through a voting system. 
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Ownership 

Greenspeak is a limited liability company owned by the three founders Anders Bøgeløv Jensen, Mads 

Tofthøj Rasmussen, and Mark Rasmussen, each holding 33%. Mark joined the company after 

working as a volunteer for the first year (Appendix 1). The ownership structure does not have the 

same tax benefits if sold in comparison to a holding company, which to some degree, prevents the 

owners from violating the first principle because of the lack of incentives towards selling their shares.  

Strategy 

Greenspeak strategy is very unlike their competitors, and most companies in general, as they do not 

allocate any funds to marketing and advertising. Word of mouth and free marketing through social 

media have been the only marketing effort so far implemented by Greenspeak (Appendix 1). On their 

website, they state: "if you are pessimistic by nature, we are probably not the right choice for you, 

but that's okay, we don't want all customers in Denmark, because then the other telecommunications 

companies would not be able to function." (Greenspeak - Danmarks velgørende teleselskab, 2019). 

This statement is substantiated in the first interview with Mark Rasmussen, where he states that they 

were not interested in customers who only picked them for their price. Those customers would switch 

to a cheaper service if possible. Greenspeak wants customers who share their beliefs. Furthermore, 

they welcomed the fact that if competitors copied their strategy and principles, they could lose their 

niche market, but it would mean that they have changed the industry for the better, which ultimately 

is the goal. Overall, Greenspeak has implemented a purpose-driven low price strategy, focusing on 

customers who don't want to bundle services, and who truly can sympathize with the purpose of 

Greenspeak. The price range of the different services Greenspeak offer is from 79 DKK to 129 DKK, 

which makes them some of the cheapest in the industry. Thus, Greenspeak's closest competitors are 

low price brands like Oister and CBB mobile, and the pseudo-purpose-driven brand Call Me 

Financials 

Greenspeak has experienced slow but steady growth since its founding in 2014. The labor costs have 

significantly increased in 2019 due to founders working full time, the employment of two additional 

employees. The revenue has nearly doubled, and the profit is almost eight times higher in 2019 than 

in 2018.  
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Income Statement 2019 2018 2017 

Revenue 6,349 3,303 178 

Gross Profit 1,162 380 178 

Income 268 33 61 

Equity 350 99 66 

Balance 1,227 529 579 

Currency DKK DKK DKK 

Table 2 - Greenspeak Income Statement – Proff (n.d.).  

Other brands and projects 

Besides the operations of Greenspeak, the employees are also part of different related projects. Project 

Solstrøm (A power supplier that provides power exclusively from windmills and sustainable energy 

sources), Greentown (an online e-commerce platform for sustainable products), Grøn snak podcast 

(a podcast that focuses on topics like renewable energy and sustainability), and lastly, Grøn KBH (a 

sustainable trade fair and market that occurs every year in Copenhagen. All of these projects share 

the same purpose as Greenspeak by focusing on sustainability and a green transition in Denmark. 

3.2 Deriving categories 

The researchers have identified several related factors to Greenspeak’s usage of a purpose-driven 

business model and its success in the transcribed interviews by using the thematic coding process 

from Corbin and Strauss (2008). These factors were ultimately derived into five influential categories: 

The shift in 

market needs 
Industry Founders Firm Strategy 

These five categories all play a major part in the challenges Greenspeak faces in the Danish B2C 

wireless telecommunications industry and the advantages they possess over the other players when 

applying a purpose-driven business model. These categories will serve as the main foundation and 

structure of this study. Each of the five categories will be explained in the following sections: 

The shift in market needs 

The first category concerns the increased importance of purpose in business, which was a topic 

brought up in all the interviews. Climate change and sustainability are currently essential topics in 

politics and business, and the cases have experienced the effect of this in their businesses today.   
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Especially TDC Group, who has been operating for many years are starting to see a change in the 

demand from the customers, as expressed by the head of CSR: "…the customers want to be more 

sustainable… When we did our phone collection for donation, we quickly got 15.000 phones from 

customers. So, our customers want this. Our Yousee More program has also gotten a lot of great 

response." (Appendix 3).  They have also experienced a direct correlation between customer 

satisfaction and purpose: "We have also noticed that customers who are part of companies who focus 

on sustainability and CSR, in general, are happier." (Appendix 3). 

TDC Group believes that the increased focus on sustainability originates from the risen awareness of 

the consequences of climate change. They have faced the outcomes of this in their Yousee shops: "we 

experience that people turn down plastic bags when they buy a phone and ask for a paper bag." 

(Appendix 3) and based on this, they are forced to react as an organization. However, TDC Group 

did not only see a change in the customers but also in their employees:  

"We have had internal workshops in TDC for a long time, and normally we average 100 per 

workshop, but when we introduced our goals for sustainability, that number went from 100 to 

300 in 14 days. People want to be part of this and are very passionate about making TDC 

sustainable." (Appendix 3). 

Sustainability is deeply incorporated in Greenspeak's value proposition: "we also provide the 

opportunity to take a more sustainable choice in the Danish telecommunications market that is a little 

bit better for the world and the planet.". (Appendix 2). It can be argued that Greenspeak can leverage 

this increased focus on purpose and doing more by incorporating it into their value proposition, 

thereby, catered to an increasing unmatched need in the market. Thus, why the increased focus on 

purpose might be a promoting factor to the success of Greenspeak. When asked if they felt that there 

is a need for a company with their value proposition in the given industry, Greenspeak replied 

hesitantly:  

" Not necessarily in the telecommunications market, because if we didn't exist there probably 

wouldn't be another one like us. I do think that there is a lot of people that want to take some 

more responsible and sustainable choices in their every day. Then when they are presented for 

such opportunities, they are willing to take action, and we provide that opportunity." (Appendix 

1). 
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They are aware of the other important aspect of this industry, but they do believe that a sustainability 

offering is increasingly important in general. 

Industry 

The increased importance of sustainability in the Danish B2C wireless telecommunications industry 

was determined in the previous category. However, there is one underlying competitive aspect in this 

industry that so far triumphs all other categories, which is the price. Greenspeak expressed this: "Some 

have chosen us because of the price - and they probably wouldn't stay if we set the price higher, but 

most of us are with us because we do things differently than the big companies." (Appendix 1). They 

acknowledge the role of price, while also stating that some of the customers value sustainability 

higher. However, in the conducted survey, the price was the most important factor for customers 

when choosing a mobile subscription. Consequently, price is deemed a critical hurdle towards the 

success of Greenspeak, and they will have to change the perception of a mobile subscription to be 

more than just a communication service. 

Furthermore, in general, the dynamics of the industry play a huge part in the potential success of 

Greenspeak, especially since some of the largest players are also suppliers since they own their own 

network infrastructure. As previously determined, Greenspeak’s lease access to Telenor's network 

infrastructure and Telenor gets 80% of Greenspeak’s revenue from the mobile subscriptions. 

Additionally, Telenor has the power to terminate Greenspeak’s Access to the network, which is 

another critical factor (Appendix 2).  

Founders 

The skills, experience, know-how, and overall characteristics of the founders of Greenspeak is 

another critical factor in their success. None of the founders have any experience in the 

telecommunications industry on a management level, thus why some challenges can erupt in which 

the founders might not be able to overcome their lack of expertise. The basis of the founding team 

was as follows:  

"The way we three founders know each other is that we all believe that there are things in 

society that can be done fundamentally better. It was also there that Greenspeak emerged. We 

did not see ourselves as a telecommunications company, but as an idea to make a difference in 

the world. And show that one can run a successful business on some totally different values 

than making money for oneself." (Appendix 1). 
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Thus, the vision behind Greenspeak didn't erupt from a gap in the market or because of their own 

expertise in this industry, but rather from the idea of challenging the capitalistic superiority that is 

dominating. Furthermore, their lack of skills and know-how might be a significant hurdle, which is 

something they are aware of: "Well, of course, I should be the first to admit there have been some 

lack of skills from us. We could probably have done a lot of things differently... we have definitely 

also lacked certain skills." (Appendix 2). 

Firm 

The 4th derived category is related to the microeconomic aspects of Greenspeak, which determines 

the level of purpose that has been integrated into their organization. Especially the characteristics of 

the ownership structure were deemed an important factor concerning the focus on sustainability, as 

quoted by Mark Rasmussen: "Those big companies are still limited by the fact that economic growth 

is the most important thing in the world. There are some shareholders who need to get dividends, and 

that the most important thing. "(Appendix 1). This statement insinuates that the nature of ownership 

has a potential critical influence on the purpose of the organization. 

Furthermore, this is substantiated by the fact that TDC Group has shifted its focus towards becoming 

more sustainable ever since they got new owners in 2018: " The new owners are very responsible and 

think long term and have more focus on the environmental aspect and what kind of planet are we 

leaving for future generations." (Appendix 3). These findings indicate that being privately owned 

instead of a publicly listed company has a direct influence on long-term focus instead of the short-

term. 

The size and complexity of the organization can affect the implementation of sustainability initiatives, 

hence why larger corporations might have issues in reacting to the shift in the market needs. This was 

evident in the following statement from Emilie Wedell from TDC Group: "every time I open a door, 

I see things that we can improve on." (Appendix 3). Furthermore, this might also explain why these 

larger corporations do not use purpose and sustainability as part of their marketing campaigns: "We 

put a lot of focus on doing things right because you will get punished if you don't" (Appendix 3), and: 

"In a big company like this, you can always find things you can do better in terms of sustainability. 

Maybe we will use our CSR in our marketing in the future, but we need to be ready first." (Appendix 

3).  
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Strategy 

The final steps a company has to consider, before knowing what and how they will sell to their 

products, is the development of strategies, business models, principles, and norms of the firm. The 

company will have to consider the operations and distribution of the products and services. The 

foundations of the decisions will be based on the purpose, founders' characteristics, and the dynamics 

of the industry, which will lead to the establishment of the structure, allocation of resources, and size 

of the start-up. The tangible establishments of the organization will be built upon the values, norms, 

rules, and principles of the business. These decisions and considerations are all part of developing a 

strategy and a business model, which ultimately will lead you to failure or success.  

The decisions include questions like; what products will you offer? What will the price be? How will 

you advertise it? Which partnerships are essential to running the business? The answer to these 

questions defines your success, although the root of the decision can be traced back to the industry, 

the founder's circumstances, etc. The findings from the interviews initially suggest that Greenspeaks 

principles are constraining their business model opportunities. They donate ⅔ of their profits to 

charity, have a max salary of 30.000 a month for all employees, zero budget for marketing, leaving 

them with only social media and word of mouth. The overall strategy of Greenspeak was 

consequently identified as a critical factor affecting the possible success of Greenspeak.  

The researchers asked Greenspeak if they thought it was hard to grow, because of their own 

principles: "Maybe – but we need it for our integrity to exits. All the people who bought into 

Greenspeak will lose respect for us. So that would be growth at the expense of purpose." (Appendix 

1). The purpose is the foundation for all the decisions they make, and they will always choose purpose 

over the product:  

"We clearly focus most on our purpose. All the others focus on price and product. If we get 

customers who only choose us because of our price, then we lose them right away when Oister 

comes and offers them something cheaper. We are not interested in having such customers at 

all." (Appendix 1) 
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3.3 Categories summarized 

As a result of the thematic coding process, the empirical foundation of this study is expressed through 

the five defined categories. Each of the categories represents critical factors that have influenced 

Greenspeak’s implementation of a purpose-driven business model in the Danish B2C wireless 

telecommunications industry and the success of that. The definitions are summarized in the table 

below:  

Category Definition of Category Example 

The shift in 

market 

needs 

The impact that the increased 

focus on purpose has on the 

industry, as customers are 

demanding more. 

"We have also noticed that customers who are 

part of companies who focus on sustainability 

and CSR, in general, are happier." (Appendix 3) 

Industry The dynamics of the industry, 

including the price competitive 

nature, incumbents own the 

infrastructure, etc. 

"Some have chosen us because of the price - and 

they probably wouldn't stay if we set the price 

higher" and" We pay around 80% of the revenue 

we generate from each subscription [To 

Telenor]. (Appendix 2)  

Founders The entrepreneurial 

characteristics of the founding 

team and lack of necessary 

experience and skills. 

"Well, of course, I should be the first to admit 

there have been some lack of skills from us." 

(Appendix 2). 

Firm The influence the structure and 

resources have on the 

implementation of purpose. 

"The new owners [TDC Group] are very 

responsible and think long term and have more 

focus on the environmental aspect and what kind 

of planet are we leaving for future generations." 

(Appendix 3).  

  

Strategy The choice of strategy, 

business model, principles, and 

norms of the firm. 

“If we get customers who only choose us because 

of our price, then we lose them right away when 

Oister comes and offers them something cheaper. 

We are not interested in having such customers 

at all.” (Appendix 1).  

Table 3 - Summary of the different categories. 
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Chapter 4 - Theoretical Background  
In the theory section, the researchers will present the findings of several relevant studies by other 

scholars as part of the literature review. Additionally, the various theories, models, and frameworks 

that are applied in the analysis will be presented.  

4.1 Literature Review 

The gain a deeper understanding of purpose and the underlying mechanism, the researches felt it was 

necessary to include the work of other scholars. The literature review will focus on the impact purpose 

can have on the businesses who choose to implement it, as well as how specifically social strategies 

have been implemented by telecommunication providers and what effect it has on performance. 

4.1.1 Literature on purpose 

Purpose can be explained as the soul and identity of the organization, as it provides the platform to 

build upon and functions as the mirror in which the organization can reflect its presence in the world 

(O’Brien et al., 2019). Furthermore, as Obrien et al. (2019) describes it: “It articulates why an 

organization exists, what problems it is here to solve, and who it wants to be to each human it touches 

through its work” (p. 7). Thus, purpose is the company’s reason for existence on a deeper level than 

before. Purpose creates a deeper connection with consumers, supports the local communities that they 

affect, appeal and maintain talent, all while achieving even greater results and more positive impacts 

(O’Brien et al., 2019). 

According to O’Brien et al. (2019), what separates purpose-driven business from other businesses, 

who might use CSR or similar tools, is the longevity and authenticity inherited in purpose. Purpose 

can be a source of long-term success because it can maintain relevantly, and the consumers stay loyal 

to the company. By Failing to identify its purpose, companies can still survive in the short run but 

might fail long term because of the consumers demanding more (O’Brien et al., 2019). Additionally, 

according to O’Brien et al. (2019): “Purpose-driven companies witness higher market share gains 

and grown on average three times faster than their competitors, all the while achieving higher 

employee and customer satisfaction” (p. 7). These findings are based on numbers provided by the Jim 

Stengel Company (O’Brien et al., 2019).   

In a 2019 consumer pool, Deloitte asked what the consumers cared most about when making 

decisions about brands. The top issues included how the company treats its employees (28%), how 

the company treats the environment (20%), and how the company supports the communities they 



 

Chapter 4 - Theoretical Background 29 

operate in (19%). However, Price and quality were still the most important factors (O’Brien et al., 

2019). In another Deloitte report, several leaders ranked societal impact as the greatest way to 

measure annual performance, succeeding financial performance or customers, and employee 

satisfaction (O’Brien et al., 2019).  

Roy Spence, the co-founder of GSD&M, is another advocate of purpose-driven business, which is 

evident in his 2009 book, “It’s not what you sell, it's what you stand for.” The topic of the book is 

purpose-driven businesses, and why and how they consistently and dramatically outperform their 

rivals. Roy Spence believes that behind every great and successful business, there is a definitive 

statement about what you are trying to change in the world. It fills your workplace and employees 

with a great sense of belonging, and energy to realize that purpose (Taylor, 2012). Businesses like 

these have a purpose – it has a reason for existing. The traditional way of building a company with a 

high focus on traditional bottom-line results alone, assuming employees and customers focus only on 

monetary and technical benefits, no longer seems to be sufficient. Customers care about the beliefs 

and purposes of the companies they buy from since they want to buy from businesses that represent 

beliefs that align with their own (Craven, 2009). The purpose drives decision making, innovation, 

performance, etc. Without a purpose, you cannot drive innovation and your organization forward in 

a meaningful and constructive way, according to Roy Spence (Craven, 2009). 

One way of integrating purpose in your business and benefit from it could be to follow the concept 

by Porter and Kramer (2011) called Creating Shared Value (CSV). CSV is considered as an extension 

or replacement of Corporate Social Responsibility (CSR) since it includes initiatives that are more 

integrated into the company than CSR. While CSR is mostly initiated towards gaining a better 

reputation and stronger brand short term, CSV is integral to the profitability and competitive position 

of the company (Porter and Kramer, 2011). Porter and Kramer (2011) use the example of fair-trade 

purchasing from cocoa farmers in the Côte d’Ivoire, which can lead to an increase in the farmers’ 

income by 10% or 20%. However, from shared value investments, farmers can increase their income 

by 300%. This will include a significant investment and implementation time, but the return and 

benefits for all parties will be greater (Porter and Kramer, 2011). Areas such as the use of water and 

energy, employee health, worker safety, employee skills, supplier access and viability, and 

environmental impact yield the strongest connections between societal and productivity benefits 

(Porter and Kramer, 2011).  
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Organizations can create shared value opportunities from themselves either by reconceiving products 

and markets, redefine productivity in their value chain, or by enabling local cluster development 

(Porter and Kramer, 2011).  

When reconceiving products and markets, companies will have to identify all the societal needs, 

benefits, and harms related to their products, which can constantly change because of technology and 

economic development. This can lead to opportunities in previously overlooked markets, which might 

require redesigning the product or distribution channels. Still, it can lead to innovations that also 

might be applicable in the traditional markets (Porter and Kramer, 2011).  

Redefining productivity in the value chain can be a source of creating shared value by addressing the 

societal problems that have become economic costs to the organization's value chain. By restructuring 

its value chain, the organization might reduce societal problems while increasing productivity. 

Minimizing pollution is a great example of how organizations have improved their environmental 

performance while also improving resource utilization, process efficiency, and quality (Porter and 

Kramer, 2011).  

Enabling local cluster development starts with the organization identifying the current gaps in the 

logistics, suppliers, training, educational institutions, etc. and then focus on those weaknesses that 

represent the most critical constraints to the organization’s productivity and growth. Then the 

company will have to recognize those who they can influence directly and which collaboration is 

most cost-effective. Efforts that involve improvement of infrastructure and the institutions require a 

more collective approach from several partners (Porter and Kramer, 2011).  

Most important is the fact that the best opportunities for creating shared value will depend on the 

nature of the organization and affected areas. Furthermore, an interesting observation is that many of 

the organizations that have engaged in CSV are social entrepreneurs or from developing countries. 

This insinuates that they have spotted some opportunities and been able to act fast (Porter and Kramer, 

2011). Finally, according to Porter and Kramer (2011), companies can obtain a sustained competitive 

advantage from engaging in CSV, which can break the cycle of imitation and zero-sum competition. 

Therefore, this theory might represent the next stage of the understanding of markets, competition, 

and business management, thus reinventing capitalism, which will be elaborated on in The shift in 

Market needs section of the analysis. 
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Morten Münster (2018) criticizes the new wave of purpose-oriented business. He questions the 

popular definition made by Simon Sinek, in which he argues that people don't buy what you do, but 

why you do it. People get more motivated if they work for a higher cause, and it will shine through 

your entire organization, making them more appealing and successful with their customers. The main 

focus of the article is, however, mostly on how purpose affects your employee’s motivation (Münster, 

2018). 

Research published by Gallup in 2013 showed that only 13% of people in the world were engaged in 

their daily work. The remaining 87% of people where either unengaged (63 %) or actively disengaged 

(24 %). This indicates a scenario that for every motivated employee at a workplace, you would also 

have two employees who actively seek to disengage them. According to research made by Ernst and 

Young in 2015, the amount of literature on corporate purpose and sustainability has exploded since 

2008. However, the increased focus on purpose and sustainability has not changed anything for global 

employee engagement, which has been stable for the last 16 years (Münster, 2018). Furthermore, 

Münster (2018) criticizes Simon Sinek’s book from 2009, “Start with Why: How great leaders inspire 

everyone to take action.” The main premise of the book is that leaders should start with why they do 

it, and not how they do it or what they do. People are inspired by a sense of purpose, and customers 

will be drawn to companies that think like this (Münster, 2018). 

However, opposite to Sinek, Münster (2018) believes that people care less about why and more about 

what. When people buy milk, books a hotel in Nice, or picks diabetes medicine, they don't care about 

the purpose of the company. The customers care about the quality of the product and the price they 

have to pay. He acknowledges that companies can get a competitive advantage by having a strong 

CSR brand, but it will never be more important than the product they are selling (Münster, 2018). 

Internally, Münster (2018) emphasizes the importance of truly implementing the purpose you are 

branding to your employees, which in most cases, is profit. Although companies are implementing 

purpose, employees will still know the company's true purpose is to make money and generate 

dividends for the shareholders. Most employees go to work to make money, and most employees 

would quit their job if they won the lottery (Münster, 2018). Furthermore, Münster (2018) argues that 

it is, in fact, possible to motivate employees in a company that has a commercial purpose. The 

challenges erupt when the official purpose isn’t true. This will harm the corporate culture (Münster, 

2018). 
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Overall, Münster (2018) does not claim that people don't want purpose. It will, however, only work 

if it truly is followed through by the company. Very few companies have a higher purpose than 

making money, so it would not make sense according to Münster to implement any purpose-driven 

marketing (Münster, 2018) 

In 1970 Milton Friedman wrote, “The Social Responsibility of Business is to Increase its Profits,” in 

which he criticizes the need for social responsibility for businesses. Friedman (1970) believes that 

companies should be viewed as entities and not as people. People are the only ones who should have 

responsibilities. Businesses should focus on the purpose of maximizing profits. In free enterprises, an 

employee is an employee of the owners of the business and hence has direct responsibilities to his 

employers.  The employee should work in accordance with the wish of his employers, which, in most 

cases, will be to maximize profits. Managers are agents of the owners of the cooperation, and their 

primary responsibility is to them. Friedman (1970) argues for a direct form of capitalism and against 

every activity that distorts economic freedom (Prevos & Watson, 2007).  Spending shareholder’s 

money on socially responsible activities is, according to Friedman (1970), distorting economic 

freedom. A good organization, according to Friedman (1970), is one that follows the law and ethical 

custom and undertakes activities not only because they are ethically sound, but because it is good 

business that maximizes profits.  (Prevos & Watson, 2007; Friedman, 1970). However, due to the fact 

the arguments of Friedman (1970) is now over 50 year old, the needs for social responsibility in firms 

have changed, which is evident in the other reviewed articles.  

4.1.2 The interdependence between social strategies and performance 

The next part of the literature review will focus on studies that have researched the correlation 

between Corporate Social Responsibility (CSR) and the performance of telecommunications 

providers. 

Sutherland (2016) studied the reporting of CSR in the telecommunications sector and the effects the 

obligations and regulations within the industry had on the incumbents. The findings suggest that what 

other industries would consider as CSR is required by license and legislation. Some of these are 

imposed from the European Commission, such as geographical coverage, social inclusion (services 

for the disabled and poor), resilience (services during disaster and restoration), and national security 

(Sutherland, 2016).  Furthermore, Sutherland (2016) mentions different initiatives that can support 

companies in developing and reporting on CSR, such as UN Global Compact, World Business 

Council for Sustainable Development (WBSCD), and Global Reporting Initiative (Sutherland, 2016). 
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Sutherland (2016) further explains some of the environmental effects of telecommunication in 

general, such as electromagnetic fields from base stations and handsets, carbon dioxide (CO2) 

emissions related to network operations, offices and shops, vehicles and business travel and many 

more.  

The concluding findings of the study by Sutherland (2016) suggest that CSR is not voluntary, since 

firms operate under guidance, nudging, soft laws and reporting standard imposed by initiatives from 

the government or similar institutions. As previously mentioned, this can be considered even more 

extreme in the telecommunications sector because the operators must comply with such regulations. 

The operators are forced to implement several initiatives, which are far more extensive and intrusive 

than gaining a competitive advantage from CSR (Sutherland, 2016).  

However, in an older study, Wang et al. (2014) contribute to the existing literature on the connection 

between CSR and corporate performance, trough studying the said relationship in the U.S. 

telecommunications industry from 2004 and 2008. The authors relate the topic to the slack resources 

hypothesis, which states that: “financially healthy firms have the financial means from a surplus of 

resources to carry out CSR activities. In turn, CSR activities result in better corporate performance” 

(Wang et al., 2014, p. 581). They follow up by stating that this results in a virtuous cycle between 

CSR and corporate performance, and this is what they want to explore in the U.S. telecommunications 

industry (Wang et al., 2014). 

The authors adopted a two-stage approach in which they analyze the U.S. telecommunications 

companies’ operational performance and implementation of CSR to determine the relationship 

between the two. In the first stage, the authors utilized the dynamic data envelopment (DEA) analysis 

model to determine if the efficiency of the companies who have implemented CSR is higher than 

those who did not. The findings suggested that DEA efficiency was higher amongst the companies 

who implemented CSR and that these companies could decrease the impact of the financial recession 

(Wang et al., 2014). In the second stage of the analysis, the authors applied several regressions 

analysis (OLS and 2SLS) to explore the influence CSR implementation had on performance, which 

was deemed positive, especially within areas such as community, diversity, employee relations, 

human rights and product (Wang et al., 2014). The findings suggest that even though the service 

providers are, in some ways, forced to incorporate CSR into their business (Sutherland, 2016), they 

can benefit from it in efficiency and performance (Wang et al., 2014).  
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In a very similar study to the one by Wang et al. (2014), Kweh et al. (2014) explore the relationship 

between CSR and corporate performance of the US telecommunications industry in a two-step 

approach. They evaluate the efficiency of the companies in the US telecommunications industry and 

run a regression analysis to explore the relationship between CSR and corporate performance (Kweh 

et al., 2014). 

The findings of the first stage indicate some technical inefficiencies of the sample companies. 

Furthermore, these inefficiencies are more closely related to the scale inefficiencies and not 

inefficiencies on the management practices of the companies (Kweh et al., 2014). The most 

interesting findings are from the regression analysis. The findings are similar to those of Wang et al. 

(2014),  they suggest that an investment in the social aspects of CSR has a positive relationship with 

corporate performance (Kweh et al., 2014). The managerial implications and recommendations from 

Kweh et al. (2014) are to implement several initiatives of the socials aspect as it will result in better 

corporate performance. The initiatives include charitable events and the establishment of a 

relationship with the community (community aspect). Promote minorities and women to top 

positions, such as C-level and the board (diversity aspect). Ensure workplace safety, welfare 

programs, and meaningful profit-sharing plans (employee relations aspect) Actively promote 

employees’ rights and protections of work opportunities for minorities and people of color (human 

rights aspect). Promote product safety, marketing, and quality assurance (product aspect) (Kweh et 

al., 2014).  

4.1.3 Literature on the implementation of social strategies by Telecoms 

The researchers discovered an evident lack in the literature on the implementation of purpose by 

telecommunications providers. However, several studies have examined the implementation of social 

strategies. Sachs et al. (2006) have made a study on how a telecommunications provider in 

Switzerland, Orange Communications AG (OCH), have implemented and managed CSR in its 

business practices, and if this implementation is consistent throughout the organization. They do so 

by adopting the stakeholder view framework as proposed by Post et al. (2002), to identify the strategic 

stakeholders and its focus on wealth creation through increased benefits and risk reductions for all 

the involved stakeholders that contribute to the firm’s wealth creation process (Sachs et al., 2006). 

According to Sachs et al. (2006), OCH focuses a lot on CSR, and it started its CSR framework in 

2001, by focusing on three pillars: 
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1. The principles of the business support a comprehensive stakeholder dialogue, which consists 

of eight general rules that are divided into several sub principles. They are directly related to 

stakeholders, and an independent auditing company conducts annual reviews as part of the 

implementation (Sachs et al., 2006). 

2. The development of key performance indicators, which are based on the Global Reporting 

Initiative, the AA1000 standard, and the OECD guidelines for MNE’s (Sachs et al., 2006). 

3. Appropriate CSR projects that are made to ensure that the company provides added value for 

the society and other stakeholders (Sachs et al., 2006). 

The findings of the study suggest that OCH has implemented various initiatives and CSR projects 

that fulfill its corporate responsibility for its employees, such as personal development, talent 

development programs, and others (Sachs et al. 2006). However, the communication throughout does 

have some pitfalls, and OCH is conceptualizing how to improve communication during 

organizational change. Furthermore, even though some of the projects aims at reducing the risks 

provided by employees, no indicators and only one sub principles support this, thus suggesting a 

drawback of their CSR strategy (Sachs et al., 2006). 

Sachs et al. (2006) recommend that OCH should concentrate on developing indicators to measure the 

benefits that are provided by the employees (knowledge and expectations of themselves). 

Additionally, they also believe that OCH should enhance the CSR concept to include risks from the 

relationship with the employees that can be anticipated (Sachs et al., 2006). Finally, they conclude 

that managing CSR from a stakeholder perspective has several advantages compared to the traditional 

category-oriented approach of CSR since they can identify who is responsible concerning the specific 

firm’s wealth-creation process. It can help the business to motivate the stakeholders of the corporation 

(Sachs et al., 2006). 

Runhaar and Lafferty (2009) examined how the UN Global Compact (GC) supports and shapes CSR 

strategies. They have conducted a case study of three different MNEs in the telecommunications 

sector from Europa (Telenor, Deutsche Telekom, and British Telecom) since European MNEs are 

typically more involved in CSR reporting than US companies (Runhaar and Lafferty, 2009). The 

results indicate that UN GC is just one of many initiatives that companies in the telecommunications 

sector employ to develop, implement and report on their CSR strategy, and in fact that it only serves 

a modest role. Runhaar and Lafferty (2009) suggest that the modest role of UN GC comes down to 
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two major reasons; CSR issues are industry-specific, and the UN GC are perceived as the minimum 

requirements, and therefore, not incentivizing the companies to achieve more and perform better. 

The international institutions, such as the UN, ILO, and the OECD, have all implemented CSR 

promoting initiatives. These institutions rely more on voluntary initiatives instead of regulations, 

which ultimately creates some implementations problems with monitoring, accountability, and 

enforcement (Kell, 2005; Runhaar and Lafferty, 2009; Vormedal, 2005). However, according to 

Runhaar and Lafferty (2009), the UN GC seems to be more successful. The GC consists of two 

approaches. The first is a set of ten norms, within human rights, labor, the environment, and anti-

corruption, which serves as guidelines for the CSR (Runhaar and Lafferty, 2009). The second 

approach consists of the GC serving as a platform for companies to discuss, interact and co-operate 

on CSR related issues with other companies and NGOs that take part in the GC (Runhaar and Lafferty, 

2009). 

Runhaar and Lafferty (2009) conclude that the GC can contribute to the development of CSR in four 

different ways, but choosing which way to do it depends on the company and is content-specific. 

First, the company incorporates the ten norms. Second, the company can learn and incorporate 

practices from the interaction of other companies or other stakeholders in the GC-based local 

networks. Third, the companies can engage in co-operation or partnerships with other members, and 

fourth, CSR can be utilized for PR purposes with a pro-active attitude for reporting and 

communication of CSR. However, the last can have a negative impact, if perceived as greenwashing 

(Runhaar and Lafferty (2009). 

The conclusion from Runhaar and Lafferty (2009) indicates that for the three companies in the 

telecommunications industry, the UN Global Compact is only one of many initiatives they use to 

develop their CSR strategies. Furthermore, as the UN GC is not industry-specific, the companies will 

have to rely on other initiatives, thereby, the GC plays only a marginal role, and the ten norms only 

reflect minimum norms and doesn’t incentivize better performance. Runhaar and Lafferty (2009) 

chose to focus on well-established frontrunners within CSR. However, if they chose to analyze 

novices with CSR, the findings might indicate that the UN GC has a more significant impact on their 

CSR strategy development. Lastly, Runhaar and Lafferty (2009) recommend a “dual-track” approach 

to the GCs contribution to the CSR strategies for frontrunners, thus ensuring that the frontrunner 

companies are more incentivized to perform better. However, the impact of the UN GC has potentially 

increased and become more significant since only 2900 companies were part of the UN GC at the 
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time of the study (Runhaar and Lafferty, 2009). According to the homepage of the UN GC, 10,435 

companies take part in it now (UN Global Compact, 2020).  

The literature reviews showcase a substantial amount of literature on purpose and corporate social 

responsibility. However, the researchers discovered an evident lack in the literature on purpose in the 

telecommunications sector, as the primary focus has been on the implementation of corporate social 

responsibility initiatives and the effect of such initiatives on performance. Zero studies have 

researched the link between a purpose-driven business model and the telecommunications industry.  

4.2 Presenting Theory 

The chosen theoretical frameworks and models have been based on the four derived coding 

categories. The categories each represent a unique field of theory, thus why the theory has been split 

into five distinct parts. 

In the first category, the shift in market needs, the applied theory will include a PESTEL analysis 

(Alanzi, 2008) to determine the external macro factors relevant to the telecommunications industry 

and Greenspeak. These factors will be substantiated by looking into Maslow’s Hierarchy of Needs 

(Cherry, 2019), capitalism in itself (Jahan & Mahmoud, 2015), and the specific characteristics of the 

Nordic model.  

The second category, Industry, will be based on Porter's Five Forces (Porter, 2008) since the dynamics 

of the Danish B2C telecommunications industry will be analyzed to understand what drives the 

competition. Ultimately, this section will help the researchers to determine if a purpose-driven 

business model can function successfully in the industry. 

In the third category, the entrepreneurial characteristics of the founders will be analyzed by applying 

several theories instead of a specific framework, but with Wasserman’s (2013) Founders Dilemma 

being the main theoretical output. Additionally, the Jack-of-all-trades theory by Lazear (2005) will 

be investigated as well as the five stages of small business growth by Churchill and Lewis (1983). 

The firm-specific category, the fourth category, will be based on two separate theoretical frameworks; 

Structures in Fives by Mintzberg (2009) and the VRIN framework by Barney (1991). These theories 

will be helping the researchers to determine the specific micro-economical factors of Greenspeak that 

influence their success in using a purpose-driven business model. 

The last category, strategy, will be based on the Triple-Layered Business Model Canvas by Joyce and 

Paquin (2015) by looking into the different strategic components of Greenspeak on an economic, 
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environmental, and social scale. The analysis will be substantiated by the findings of Simons (2014), 

Gans, Stern, and Wu (2019), Chatterjee (2013), and O’Brien et al. (2019). 

This paper is classic and straightforward in the sense that it analyzes one company within one industry 

within a specific timeframe. Thus, there is a substantial amount of value in exploiting all the classic 

theories and frameworks within business studies. They build a foundation to expand further, analyze, 

and understand the factors that make Greenspeak unique and truly interesting and inspiring. 

Frameworks and theories like PESTEL, structures in fives, Porter's five forces, and VRIN are classic 

theories because they still today are relevant in a dynamic and ever-changing world.  

4.2.1 The shift in market needs 

The PESTEL analysis is a framework describing the macroeconomic factors: Political, economic, 

social, technological, environmental, and legal. The macroeconomic factors are analyzed because 

they influence industries and the players within it. The PESTEL analysis is an updated version of the 

PEST analysis, and in this study, the researchers will use the PESTEL framework described by Salem 

Alanzi (2018).  

Political: The political landscape the organization operates in, where the political trends significantly 

influence the organization that chooses to establish itself in that industry. Politics can, from one day 

to another, change the entry barriers or requirements, which can change the landscape significantly. 

Examples of political factors could be: Government pressure, monetary policies, corruption, political 

stability, tax policies, regulations and political alliances (Alanzi, 2018) 

Economic: The economic landscape the organization operates in, which includes the overall health 

of the industry, purchasing power of buyers, unemployment rates, tax rates, etc. (Alanzi, 2018). 

Socio-cultural: The characteristics of the population that the organization operates in, including 

demographics, age, distribution, and everything else necessary to understand buying behavior 

(Alanzi, 2018). 

Technological: Factors within IT, computer science, network infrastructure, etc. Technology keeps 

getting better and better, and more and more developed. While some of these findings are not likely 

to influence the target market, others have the potential to change all norms (Alanzi, 2018) 

completely.  

Environmental: Issues regarding sustainability, climate change, pollution, etc. The awareness in 

climate change and sustainability has increased significantly in the last decades (Alanzi, 2018). 
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Legal: The legislations, laws, and consumer protections in the industry that the organization operates 

in (Alanzi, 2018). 

Abraham Maslow came up with his hierarchy of needs in the 1943 paper “A Theory of Human 

Motivation” and the following book “Motivation and Personality”. The majority of schools at the 

time were more concerned about problematic behavior (Psychoanalysis and behaviorism). At the 

same time, Maslow was more concerned about what made people happy and how they achieve it 

(Cherry, 2019). Maslow’s hierarchy suggests that people need to fulfill their basic needs before they 

move on to cover their more advanced needs.  Maslow believed that people had an inborn desire to 

be all they can be, to self-actualize. This self-actualization, however, was only possible if basic needs 

like food, safety, love, and self-esteem were met (Cherry, 2019). From the bottom up, Maslow’s 

pyramid looks like the following: 

1. Physiological: The basic needs required for people to survive like food, water, breathing, 

shelter, and clothing (Cherry, 2019). 

2. Security and Safety: The second level is a bit more complicated and includes financial 

security, health and wellness, and safety against accidents, injury, and sickness (Cherry, 

2019). 

3. Social needs: Social needs include psychological and emotional relationships like 

friendships, love, family, social groups, and religious organizations. These relationships help 

prevent loneliness, depression, and anxiety as the need for love and acceptance is essential to 

people (Cherry, 2019). 

4. Esteem needs: The fourth level of the pyramid is the need for appreciation and respect. People 

need the sense that they are valued, have personal worth, and are making a contribution to the 

world (Cherry, 2019). 

5. The final (and top) level of the pyramid is the self-actualization need: Where the use and 

exploitation of talents, capabilities, and more resides. People who are satisfying this need are 

fulfilling themselves to the highest degree, and they are doing exactly what they are capable 

of.  

Capitalism has made the economic foundation for centuries and is one of the main reasons the world 

has seen its drastic increase in living conditions and technology (Jahan & Mahmoud, 2015). The 

essential motive of a capitalistic economy is to incentivize the parties' willingness to make profits. 

Parties cannot achieve their interest without addressing the interest of other parties in a voluntary 
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exchange. This rational self-interest can lead to economic prosperity. (Jahan & Mahmoud, 2015). The 

main pillars of capitalism are the following: 

• Private property: People are allowed to own tangible assets such as land, houses, and 

companies (Jahan & Mahmoud, 2015).  

• Self-interest: People act in pursuit of their own good, which indirectly benefits society. 

• Competition: Companies are free to enter and exit markets and compete on a foundation of 

rules, set by that state (Jahan & Mahmoud, 2015).  

• Market mechanism: Prices are determined in a decentralized manner in the interaction 

between buyers and sellers, where resources are not only allocated for goods but wages as 

well (Jahan & Mahmoud, 2015).  

• Freedom to choose: Customers can buy what they want from whom they wish to, and 

employees can work for whoever they desire (Jahan & Mahmoud, 2015). 

• Limited government: Protects the rights of the citizens and facilitates proper functioning 

markets (Jahan & Mahmoud, 2015). 

However, capitalism might be evolving as a consequence of the change in customer needs, which 

will be the focus of the analysis. Denmark is a capitalist country like most Western countries. In 

practice, this means that Denmark has implemented all of the classic capitalistic principles like private 

ownership, freedom of speech, free markets, etc. to a high degree. What is unique about the way 

capitalism is used in Denmark, and the rest of the Nordic countries is the comprehensive welfare state 

and multi-level bargaining (Andersen et al., 2007). Furthermore, it has a very high level of the 

population unionized, and the public sector is a lot bigger than most other countries in the world. The 

Nordic countries do exceptionally well, and all the 5 Nordic countries are in the top 7 along with the 

Netherlands and Switzerland in the happiness ranking. The happiness ranking considers income, 

freedom, trust in government, social support, life expectancy, and much more (Conley, 2019). The 

Nordic countries are doing something right, and their mode of doing business has been labeled the 

Nordic model (Andersen et al., 2007). Besides what has already been mentioned, the Nordic model 

is characterized by the following: 

• A comprehensive welfare state with an emphasis on transfers to households and publicly 

provided social services financed by taxes, which are high notably for wage income and 

consumption (Andersen et al., 2007).  
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• A lot of public and private investments in human capital, including childcare and education, 

as well as research and development (R&D) (Andersen et al., 2007).  

• A set of labor market institutions that include strong labor unions and employer associations, 

significant elements of wage coordination, relatively generous unemployment benefits, and a 

prominent role for active labor market policies (Andersen et al., 2007). 

4.2.2 Industry 

The analysis if the dynamics of the industry will be based primarily on the five competitive forces by 

Porter (2008) to analyze the level of competition in the Danish B2C telecommunications industry, 

and how these forces impact the strategy of the players. Michael Porter originally developed the 

theory of the five forces in 1979 and went on to write a book about it in 1980 (Beatti, 2018). The 

framework applied in this study will be based on the latest edition of this theoretical model by Porter, 

which was published in 2008. The five forces are: 

The threat of new entrants. This force concerns the possible effects a new entrant has on the 

competition in the market. The threat depends on the entry barriers. If the industry has high entry 

barriers, new entrants will suffer if entering the market, resulting in a weak threat of new entrants and 

vice versa. The entry barriers consist of supply-side economies of scale, demand-side benefits of 

scale, customer switching costs, capital requirements, incumbency advantages, unequal access to 

distribution channels, and restrictive government policy (Porter, 2008). According to Porter (2008), 

the threat of entry puts a cap on the profit potential of an industry, and it is the threat of entry and not 

the actual occurrence of new entrants that harms profitability. 

Bargaining power of suppliers. If the power of suppliers is high, then suppliers can gain more value 

from transactions by increasing the prices they charge, limit the quality of services they provide, or 

they can shift costs to the industry participants. Therefore, suppliers can limit the profitability of the 

industry (Porter, 2008). 

Bargaining power of buyers. This force concerns the power of the customers in the industry, who 

can harm the profitability by demanding lower prices, better quality, and more services. If there are 

low switching costs and the products in the industry are undifferentiated, then the bargaining power 

of buyers is high. In general, the power of buyers is dependent on negotiating leverage and price 

sensitivity (Porter, 2008). 
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The threat of substitute products or services. If there is an alternative product, which performs the 

same or similar function and satisfies the same need for the customer through different means, then 

that product is a substitute. The industry profitability can suffer if the threat of substitutes is high 

since it can put a ceiling on the prices (Porter, 2008). 

Rivalry among existing competitors. The rivalry within an industry depends on the intensity and 

the basis of competition. If the rivalry is intense, then profitability is limited. Some of the critical 

factors are the number of competitors, industry growth, and exit barriers. (Porter, 2008) 

4.2.3 Founders 

When analyzing the entrepreneurial characteristics of the three founders of Greenspeak, several 

different theories will be applied instead of a model or framework. The fundamental theories will be 

the work from Wasserman (2013), Lazear (2005), and Churchill and Lewis (1983). However, the 

findings from other scholars will also be introduced in the analysis to substantiate the results.  

Founding a company can and will be a long battle between different choices and dilemmas. However, 

the reason most startups fail is because of self-inflicted mistakes. According to a survey made by 

venture capitalists, 65% of start-up failures can be directed towards the management team 

(Wasserman, 2013). Most research has been pointed at external factors, but “The founder's dilemmas” 

are pointed inwards towards the founders. Some of the decision’s founders make early on can have 

delayed and unexpected but significant effects (Wasserman, 2013). 

The results can be derived from bad choices made due to short-sightedness, passion, over-optimism, 

conflict avoidance, etc. Founding and building is no easy task in any case, but highlighting the critical 

decisions from founding to exit, can make the possibility of success a lot higher. The book takes the 

reader through the entire process, but the researchers of this study will only apply the theory from 

two of the chapters: Career dilemmas and The three Rs System: Alignment and Equilibrium.  

The career dilemmas chapter looks into the scenarios and circumstances that need to be considered 

before founding a startup, and the three R’s chapter looks into the tensions of founding as a team by 

focusing on the relationship, roles, and rewards (Wasserman, 2013). People can have a lot of 

responsibilities, circumstances, or even a lack of skill that can destroy the startup before it has been 

founded. However, it is common that founding early in career will give you fewer responsibilities 

and handcuffs, but less experienced, while waiting will give you more human, social, and financial 

capital, but also more responsibilities and handcuffs (Wasserman, 2013). Overall, Wasserman (2013) 
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considers the career circumstances, personal circumstances, and market circumstances before 

founding a company. However, Wasserman (2013) stresses that a “perfect time” to become a founder 

is scarce. Still, a founder needs to consider all the circumstances before founding to avoid unnecessary 

risks when factors are not favorable (Wasserman, 2013).  

An article that builds towards the same conclusion is the five stages of small business growth by 

Churchill & Lewis (1983), which regards the scenarios and steps that small businesses will go through 

when growing. The five stages are as follows: 1. Existence, 2. Survival, 3. Success, 4. Take-off, 5. 

Resource maturity. The study identified different factors that are important in various phases of a 

company’s growth. At the beginning of a company’s life, Churchill & Lewis (1983) identified that 

the Owner's ability to do, their financial capital, and matching of business and personal goals are 

critical for the success of the company (Churchill & Lewis, 1983). Both financial capital and matching 

of personal and business purposes remain essential for the start-up through the various phases. 

However, the founder’s “ability to do” decreases as the company grows. Simultaneously, factors like 

people quality, strategic planning, systems and control, and the owner’s ability to delegate will 

increase during growth as well. Overall the article emphasizes the founder’s operational and 

managerial skills, as they will be crucial when growing the business into a success (Churchill & 

Lewis, 1983).  

 

Figure 3 - Founder's Dilemma (Wasserman, 2013) - Career, Personal and Market Circumstances 
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Finally, Lazear (2005) has developed what he called the JAT theory (jack-of-all-trades), which claims 

that people are more likely to become successful entrepreneurs if they are a jack of all trades 

(competent in many skills). They don't need to be superb at every skill but sufficiently skilled in a 

variety of areas, which together can create a successful business (Lazear, 2005). Experience from 

many different jobs and roles makes you a better entrepreneur. The same goes for people who had a 

more varied curriculum in their study before entering the workforce. This leads to a more balanced 

human capital on average and leads people to fit entrepreneur roles better than specialist roles (Lazear, 

2005).  

4.2.4 Firm 

The analysis of the firm-specific category will be based on different micro-economical factors that 

have influenced Greenspeaks integration of purpose and their overall ability to penetrate the market. 

Several different theories will be applied in the analysis of this category; however, the main theories 

and framework are the structures in fives by Mintzberg (2009) and the VRIN framework (Barney, 

1991).  

Mintzberg's structure in fives was first published in 1983 by Henry Mintzberg and explained five 

different organizational structures that all organizations can be put in. The five structures are as 

follows:  

The simple form, as the name indicates, is the simplest of the structures. It is often seen in Family 

companies, startups and is characterized by little to no structure, flat hierarchy and little 

differentiation between its units (Mintzberg, 2009) 

The machine Bureaucracy is the organizational structure you will be most likely to observe in 

manufacturing companies, airlines, and security agencies. It has a high degree of specialization, 

routine work, formalized procedures in the operating core, and is relatively centralized. Furthermore, 

it has a high degree of formalized communication and regulation (Mintzberg, 2009).  

The professional bureaucracy is most often observed in universities, hospitals, and school systems. 

It focuses on training, indoctrination, and standardization of skills and design parameters. Therefore, 

it requires highly educated and specialized people in its operating core who can teach and bring their 

knowledge to other people. The specialized force in the operating core also has significant power 

over their work (Mintzberg, 2009).  
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The Adhocracy is mainly seen in companies like avant-garde film companies, prototype 

manufacturers, and space agencies. It seeks to break away from established patterns of work and has 

very little formalization. Furthermore, it is founded on a highly organic structure, very little 

formalization of behavior, a grouping of functional units, and reliance on mutual adjustments 

(Mintzberg, 2009).  

The divisionalized form is an organizational structure that is seen in most of the world's biggest 

companies. Unlike the other structures, it does not constitute a complete structure but is a mix of 

different structures where the various divisions have their own unique structure like machine 

bureaucracy or adhocracy (Mintzberg, 2009).  

Firm Resources and sustained competitive advantage is an academic article written by Jay Barney in 

1991. It deals with understanding sources of sustained competitive advantages for firms. Barney 

(1991) believes that firms obtain a sustained competitive advantage when they create a strategy that 

is valuable, rare, inimitable, and non-substitutable. His Framework is known as the VRIN framework. 

Barney identified three essential components for the VRIN framework:  Resources, competitive 

advantage, and sustained competitive advantage. These three components need to be defined in order 

to use the framework 

A firm’s resources consist of any tangible/intangible assets, capabilities, processes, attributes, 

information, knowledge, etc. controlled by the firm. It enables the firm to formulate and implement 

strategies that increase its competitive ability and improve its efficiency and effectiveness. The 

resources are divided into three categories: Physical capital (Plant, capital, geographic location, raw 

materials), Human capital (experience, training, the intelligence of employees), and organizational 

capital (Structures, planning, coordination, systems, controlling, etc.). All resources that enable the 

firm to implement strategies can be classified as firm resources (Barney, 1991). 

A firm is said to have a competitive advantage when it is implementing a value-creating strategy 

that is currently not being implemented by any current or potential competitor (Barney 1991). 

A sustained competitive advantage is obtained when a firm is implementing a value-creating 

strategy that is currently not being implemented by any current or potential competitor and when 

these other firms are unable to duplicate the benefits of the implemented strategy (Barney, 1991). 

Thus, a company needs resources that are valuable, rare, inimitable, and non-substitutable to have a 

sustained competitive advantage, hence the name of VRIN (Barney, 1991). 
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Valuable:  Firm resources can only be a source of competitive advantage if they are valuable. Firm 

resources are valuable when they have a certain distinctiveness of efficiency and/or effectiveness to 

the organization and enable the company to improve (Barney, 1991). 

Rare: Resources are valuable and rare when they are implemented in a strategy that simultaneously 

is not implemented by any other competitor (Barney, 1991). 

Imperfectly Inimitable: The rare and valuable resources that are implemented by the company are 

inimitable if they cannot be obtained by competitors. They, therefore, need to be unique resources 

that competitors in no way will be able to acquire themselves; this is the only way the competitive 

advantage can be sustained (Barney, 1991).   

Non-substitutable: Finally, for the company to have a sustained competitive advantage, the 

resources need to be non-substitutable. To be non-substitutable, there are not any strategic equivalent 

resources that can be obtained by any competitors. Two resources are strategically equivalent when 

they can implement the same strategies (Barney, 1991). 

4.2.5 Strategy 

The last category will be based on theories by Simons (2014), Gans, Stern, and Wu (2019), Chatterjee 

(2013) and O’Brien et al. (2019), while the main framework to analyze the business model of 

Greenspeak will be the Triple-Layered Business Model Canvas by Joyce and Paquin (2015).  

All companies claim that their strategies are customer-driven (Simons, 2014). Simons (2014) states 

that the choice of primary customer defines the business. The business model should then be designed 

in a way that satisfies the primary customer’s needs and preferences. The primary customer should 

be aligned with the company's culture and values and match the company's existing capabilities 

towards obtaining the greatest direct and indirect potential (Simons, 2014).  

The most important customers are not necessarily those that generate the most revenue, but those who 

unlock the most value. To further understand the customer, the company should conduct tracking of 

purchases, behavior, and preferences. If more than one primary customer is identified, the smartest 

thing is to split the primary customers into units. Nestlé, for example, has different brands for different 

customer segments (Nespresso and Mövenpick). Some companies can survive by having first-mover 

advantages, but in general, it is considered the best strategy to build your business model towards one 

primary customer and not try to be everything for everyone (Simons, 2014). 
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 It can be particularly challenging to change your business and primary customers, once you have 

committed. This view is further explained by Gans, Stern, and Wu (2019), in their article foundations 

of entrepreneurial strategy.  

Although entrepreneurship requires knowledge learned through experimentation, it is highly 

important to acknowledge that this experimentation can and most likely will close down strategic 

options (Gans, Stern & Wu, 2019). The article presents four axioms that together lead to the paradox 

of entrepreneurship, choosing between alternative strategic commitments. The Axiom is as following: 

A1 Freedom, A2 Constraints, A3 Uncertainty, A4 Learning by commitment. 

A1 concerns the fact that there is more than one path to create and capture value from one idea. There 

are, in most cases, several strategic alternatives for commercialization of an idea (Gans, Stern & Wu, 

2019). This also applies to older, established firms when entering a new domain. They will, however, 

never have the same amount of strategic latitude as startups, since startups lack the pre-existing 

reputation and history. Although the choice between different value-creating strategies can be a 

blessing, it can also be a curse due to the pressure of picking the right path. The early decisions and 

actions will shape the reputation of the company and can be immensely difficult to change (Gans, 

Stern & Wu, 2019).   

In A2, the authors recognize that constraints prevent the pursuit of more than one alternative at once. 

Start-ups have limited resources and need to accept that they do not have enough resources to analyze 

all possible strategies at once. A3 concerns the fact that the parameters of the probability distribution 

governing the value of an idea are not known by the entrepreneur (Gans, Stern & Wu, 2019). It will 

not be possible to rank all value-generating strategies, so in the end, the entrepreneur will have to 

commit to one strategy. This choice can, however, be irreversible. Finally, in A4 Gans, Stern & Wu 

(2019) states that commitment-free learning can only generate noisy estimates of the value of an idea 

and a given strategic alternative, and the relationship between the two. 

Chatterjee (2013) developed simple rules for business models, which explains the pros and cons of 

different business models. He identified four major business model types:  

Efficiency based: Businesses that usually are price takers in highly competitive markets. The generic 

value of the business model is to produce products or services more efficiently than competitors 

(Chatterjee, 2013). 
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Network Efficiency based: The core resource for network efficiency models is a hub that facilitates 

transactions between buyers and sellers. Value is captured when the volume of transactions is 

increased. eBay and Amazon are examples of network efficiency business models (Chatterjee, 2013).  

Perceived value-based: A business model based on the perceived value of the product from the 

perspective of the customers. The product will be positioned as a wanted product; thus, it can be 

priced at a price premium, which will be higher than efficiency based (Chatterjee, 2013).  

Network value: A business model where the customers become so loyal to the brand that they 

become ambassadors. The business model typically begins as a value-based but reaches a tipping 

point where a core group of customers becomes the primary entity keeping the network stable if not 

growing (Chatterjee, 2013).  

A lot of businesses do not fulfill their true potential because they choose the wrong business model. 

Furthermore, the four different business models have different core objectives, activity systems, and 

the ways they capture value, which is not compatible. Business needs to settle on a business model 

and builds its activities and objectives around it; otherwise, it will not fulfill its true potential 

(Chatterjee, 2013).  

Concerning the implementation of purpose, O’Brien et al. (2019) propose three main reasons as to 

why some organizations can integrate purpose into their businesses successfully. Purpose is a core 

differentiator in the sense that by incorporating sustainability or other purpose initiatives, companies 

can innovate and differentiate from their competitors (O’Brien et al., 2019). Purpose means 

something to all people and failing to articulate their purpose to the customers, employees, and 

partners can be devastating to the company, and their risk of failure increases. Nurturing the 

relationship with all stakeholders is, therefore, essential to become successful (O’Brien et al., 2019). 

The purpose is who they are, and focusing on purpose can drive the operations towards the outcomes 

that people value, which will also deliver what stakeholders value (O’Brien et al., 2019).  

To ensure that the company develops a transparent and authentic purpose which is impactful, O’Brien 

et al. (2019) have developed four steps to demonstrate authenticity in everything they do: 

1. Tell your story and make it impactful. Focus on issues close to the purpose where the 

company can positively impact, which can result in a deeper connection with the consumers 

(O’Brien et al., 2019). 
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2. Walk the walk. Transparency and accountability for all activities are essential to becoming 

an authentic, purpose-driven business. 80% of consumers would be willing to pay more if the 

brand raises its prices to become more environmentally and socially responsible or pay its 

employees more (O’Brien et al., 2019). 

3. Put all humans at the heart of your decisions. The authenticity of a brand includes the 

acknowledgment of all humans, thereby promoting diversity and inclusion in the decision-

making process (O’Brien et al., 2019).   

4. Let purpose evolve with the organization and bond its people. It is essential to nurture and 

revisit the purpose to make sure that it evolves alongside the growth of the company (O’Brien 

et al., 2019). 

The triple-layered business model canvas (TLBMC) by Joyce and Paquin (2015) is an extension of 

the Business model canvas by Osterwalder and Pigneur (2010), which is a widely applied tool for 

business model innovation. The TLMBC integrates the environmental and social aspects, by adding 

two more layers, with the original layer serving as the economic aspect. The TLMBC has a similar 

perspective and approach as the Triple Bottom Line by Elkington (1994), by incorporating the 

economic, environmental, and social value creation as a core in its organization’s business model. 

Thus, extending the original model towards sustainability-oriented business model innovation and 

determine what creates multiple types of value (Joyce & Paquin, 2015). The TLBCM can provide a 

horizontal consistency in each layer to be explored individually, but also vertically by integrating 

value creation across the three layers, ultimately formulating a more rich value creation in the 

organization (Joyce & Paquin, 2015). The different layers of the TLBMC will now be explained: 

Economic Layer 

As previously mentioned, the original business model canvas (Osterwalder and Pigneur, 2010) serves 

as the economic layer in the TLBMC, consisting of nine interconnected components with the value 

proposition in the center. Analyzing the financial aspect requires the company to go through each 

element, including the; value proposition, customer relationships, channels, key resources, key 

activities, partners, costs, and revenues. The findings from analyzing the economic layer will support 

business model innovation by determining the key partners and suppliers, as well as the essential 

activities, resources, customers, and more (Joyce & Paquin, 2015). 
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Environmental Layer 

Similar to how the economic aspect determines how the revenue streams succeed the costs, the 

environment layers determine how the organization creates more environmental benefits than a 

negative impact. It does so by looking into production and materials and the distribution and usage 

of the products and services (Joyce & Paquin, 2015). The basis of this layer consists of a lifecycle 

perspective on environmental impact, to determine and measure the impact of products or services 

across its lifetime, with inspiration from the formal approach Life Cycle Assessment (LCA). An LCA 

can include multiple indicators such as CO2 measures, resource depletion, water use, raw material 

extraction, and more (Joyce & Paquin, 2015). 

Social Layer 

Stakeholder management has been the basis of the social layer to determine the social impact, thereby 

focusing on how to balance the interest of several stakeholders and not just the organization itself. 

Stakeholders are typically employees, shareholders, community, customers, suppliers, governmental 

bodies, interest groups, and could include the media, the poor, and natural ecosystems (Joyce and 

Paquin, 2015). The layer determines the social impact that the organization has on its stakeholders 

and provides insights into how an organization can innovate towards improving its social value 

creation (Joyce & Paquin, 2015). 

The TLBMC can have multiple purposes and functions when applying it as a sustainability-oriented 

innovation tool. It can provide a visual representation of the organization’s business models, 

ultimately showing how the organization creates value on all three levels, thus offering a more holistic 

perspective of the organization (Joyce & Paquin, 2015). It can also serve as a creative tool by giving 

a better understanding of the impacts changes have in the different layers of the TLBMC and thereby 

facilitating the creation of new business model ideas (Joyce & Paquin, 2015). Lastly, according to 

Joyce and Paquin (2015), TLBMC is also a validation tool. The users of the framework can balance 

the cost and benefits of their business model across all layers, which provides the opportunity to 

explore the potential consequences of new ideas from a stakeholder perspective. In other words, one 

business model idea might be right for one layer, but it can have a worse impact on some of the others 

(Joyce & Paquin, 2015). 
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4.3 Theoretical Limitations 

4.3.1 Limitations of the chosen theories 

In this section, the limitations of the major theoretical frameworks that have been selected will be 

presented. A consensus of the major theories is that they were developed many years ago. 

Consequently, newer studies have been included to support the credibility of the theories.  

PESTEL 

There are several limitations of the PESTEL analysis. A researcher is not provided with the full 

picture, and in an external analysis, some of the factors might not be relevant to the study. Other 

elements that are not included might be essential (Frue, 2018). To complement these constraints, the 

Pestel works best if supplemented with different frameworks that focus on the internal aspects of the 

company and the dynamics of the industry, which the researchers of this study have done (Frue, 

2018). 

Another critical point is that the factors can change rapidly, and the analysis can become insignificant 

and outdated. This also means that the analysis will have to be frequently revised to ensure its 

credibility and validity (Frue, 2018; Harness, 2019) 

The availability of the relevant information is another challenge when applying the PESTEL analysis 

and can result in an inaccurate analysis because of false information (Frue, 2018; Harness, 2019). 

Consequently, the information has been primarily based on the country profile by MarketLine 

(2019a).   

MASLOW 

Maslow’s hierarchy of needs states that people need their physical needs covered before they will 

move on to their physiological needs, which has been criticized by several people. Peterson (2017) 

claims that it is wrong that you cannot fulfill your spiritual and psychological needs before you have 

achieved your physical needs. Peterson (2017) quotes Viktor Frankl´s world-famous book about life 

in concentration camps “man’s search for meaning” as a clear example that the higher needs like 

meaning, love, and values are much more important than the basic physical needs for survival 

(Peterson, 2017).    

Maslow’s theory has also been criticized by Steve Denning (2012): “None of these needs — starting 

with basic survival on up — are possible without social connection and collaboration…” (p. 2) and: 

“Connection is a prerequisite for survival, physically and emotionally” (p. 2). He believes that needs 
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are in no way hierarchical because life is more complicated than that. Needs are anchored in our 

ability to make social connections, which should not be seen as a third-tier need. Belonging to a group 

or a community provides a sense of security that makes us happy and feel safe (Denning, 2012).  

PORTERS 

The first limitation of Porter’s Five Forces is its compositions since it only provides an overview of 

the industry at a specific time in the past. Consequently, the findings from the analysis can only be 

applied in the short-term, especially because of the rapidly evolving external factors, like technology 

and globalization. A potential strategy to overcome this limitation is not only to consider the 

competitive environment in which the company is situated but include the global competitive 

environment (Beattie, 2019). 

Another challenge with the porter's five forces concerns defining the industry clearly. Since 

companies can have multiple business lines in several industries, it will require various analyses of 

different competitive environments (Beattie, 2019). The researchers have overcome this challenge by 

only focusing on the B2C aspect and wireless services of the telecommunications 

industry. Furthermore, as suggested by Conklin and Tapp (2000), any organization in the 21st century 

will be based on cooperation, in which several corporations will expand the value of the industry by 

working together, which is not considered in Porter's Five Forces.   

Another limiting aspect of Porter's Five Forces is the lack of considerations towards complementary 

products and services. The complementors are companies that offer products and services that 

increase the value of the services in the industry. In this case, mobile phones and tablets are 

complementary products, since they are required to use the service of mobile subscriptions (Hill & 

Jones, 2009). The industry benefits from the constant development and upgrade of the complementary 

products, which forces the consumers to buy new phones. This aspect is considered somewhat in the 

analysis of the power of buyers.  

MINTZBERG 

Although old, Mintzberg's theory has proven it could stand the test of time. Although most of the 

examples in the book are old and do not always fit today's industries, they are easy to understand, 

analyze, and learn from. However, the theories have been updated and revisited by Mintzberg, who 

updated his structures in five theories in his 1989 anthology Mintzberg on Management (Lemieux, 

1998). Hence, The theory is in this paper will not be the newest and most updated version of 

Mintzberg's structures. Some Critique of Mintzberg's has emerged over the years: “I was not entirely 
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convinced with Mintzberg's criteria for deriving his ' fives' such as the bases of his distinction between 

the technostructure and the support parts of an organization which go to make up his five key parts 

of an organization”(Costello, 1985, p. 345). This criticism was supported by Schmidt (2006), who 

believes that due to the inherent complexity of dealing with both people and complex structures, very 

few real organizations fit into these distinct structural models. 

VRIN 

One limitation of the VRIN model is the missing organizational aspect, which is provided in the 

VRIO model. For the resource to pass the O, the organization needs management, structures, 

processes, etc., that makes the organization able to exploit the competitive advantage that the resource 

provides. However, This limitation is related to the motivation behind this study, determining if 

Greenspeak has been successful in implementing a purpose-driven business model. The O is hence 

covered by several other theories and frameworks within this paper. 

The resource-based view has, however, several other critiques to its name. Kraaijenbrink et al. 

(2010) identified three critiques that cannot easily be dismissed. They identified that the VRIN/O is 

neither necessary nor sufficient for sustained competitive advantage. Companies need a bundle of 

resources and managerial capabilities to recognize and exploit the productive opportunities implicit 

in them. Second, RBV does not contain law-like generalizations that must be expected from a real 

theory. Rather is stands on analytic statements that are tautological - true by definition - and not able 

to be tested (Kraaijenbrink et al., 2010). Lastly, the definition of a resource is impractical since Barney 

(1991) identifies them as all things that could be a strength or weakness in a given firm. This is 

considered as overly inclusive as it drives the RBV towards tautology (Kraaijenbrink et al., 2010).  

TLBMC 

One of the limitations of the TLBMC is the high-level nature of the analysis. It does not go into detail 

on the different components which could be required when using it as an innovation tool. However, 

since the purpose of the framework is to generate a holistic overview of the different layers of the 

business model, the framework is satisfactory (Joyce & Paquin, 2015). Furthermore, the analysis of 

the different components requires extensive knowledge of the internal elements of the organization 

in the analysis. If the empirical data is limited, the outcome of the analysis is limited. In the case of 

Greenspeak, the empirical data derived from the interview were substantial enough to analyze the 

economic and social layer. However, in terms of the environmental layer, the information was scarce, 

as Greenspeak did not provide any information on their carbon emission, and what goes into their 
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services. Thus the analysis of the environmental layer will be limited as a consequence of the limited 

empirical data.  

4.3.2 Theoretical Alternatives 

Grönroos “Value-In-Use”  

Grönross (2010) identified that it is not companies who deliver value, but consumers who create the 

value often derived through the support of a company, but also sometimes without support from any 

company. Value can only be created by consumers since they are the ones who decide that their lives 

have been improved by using a company's product or service. It is a fundamental mistake believing 

that companies are in charge of what makes value. Customers are the ones that decide what makes 

value. This theory could have made sense to exploit further if this paper focused more on the market 

demand and customer needs in the Danish telecom industry (Grönross, 2010).  

Value Net  

An alternative to Porter's Five Forces could have been the Value Net by Brandenburger and Nalebuff 

(1995). The framework looks into similar components of the competitive landscape with the company 

in the center to help managers in finding the right strategy for changing the game. The Value net is a 

map designed to explore the critical players in the game and how they are interdependent of each 

other. The framework could serve as an alternative to Porter's Five Forces, as it considers 

complementary products, which, as previously determined, Porter’s Fives Forces does not (Porter, 

2008; Brandenburger & Nalebuff, 1995).  

VRIO 

The VRIO model as an extension/alternative to the VRIN model, where the N (Non-substitutable) is 

substituted with O (Organisation). Although the organization’s ability to exploit the competitive 

advantage is important, it was deemed redundant as the entire premise for this paper is to analyze the 

founders’ ability to implement a purpose-driven business successfully. 

Mintzberg on Management 

Mintzberg on management is an anthology published in 1989 with updated versions of his older 

theories and framework are presented. Furthermore, it also presents a new organizational structure 

called the missionary configuration. Although several components would fit perfectly to Greenspeak, 

like the emphasis on standardization of norms, their desire to change their external environment, and 

a clear organizational mission, it did not fill well in terms of seeing leaders as decision-makers instead 

of protectors of the ideology. The missionary structure is a better fit for churches and NGOs. The 
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researchers decided to stick with Mintzberg's original book, Structures in five since it was part of the 

researchers'’ curriculum during their bachelor studies. However, the researchers acknowledge the 

aspect of the Missionary Configuration that could have been beneficial to analyze further since 

Greenspeak might be a hybrid between the simple structure and the missionary configuration 

(Lemieux, 1998).     

4.3.3 Source Criticism 

The collection and analysis of the empirical data, as well as the applied theory, is crucial for the 

validity and credibility of the findings in this study. The researchers acknowledge the implicating 

effect the lack of experience and academic knowledge possessed by the interviewee (Mark 

Rasmussen) has on the credibility of the findings in this study. An example of this is when Mark 

Rasmussen states that their customers are willing to pay more for the service. The researchers accept 

that statement knowing that it might not be backed up by a proper customer analysis. Furthermore, 

the researchers are aware of the potential bias inherent in the empirical data, thus why several second-

hand data from objective sources, like the industry and country profiles provided by MarketLine 

(2019a, 2019b), are applied towards substantiating and validating the conclusions made throughout 

the report.  

  



 

Chapter 5 - Analysis 56 

Chapter 5 - Analysis 

5.1 The shift in market needs 

5.1.1 PESTEL 

The external environment to Greenspeak will be analyzed with the use of the PESTEL analysis, 

because of the influence the different macroeconomic factors have on the industry and players 

(Alanzi, 2018). Greenspeak only operates in Denmark, which is a parliamentary constitutional 

monarchy with 5.82 million people (Folketal, 2020) with a GDP per capita adjusted by PPP of US$ 

52,011.6 (MarketLine, 2019a). The analysis will consist of factors that directly influence the industry 

and Greenspeak, while some are more country-specific to Denmark. However, the synergies from the 

country-specific factors have been included since they will inherently affect Greenspeak indirectly. 

The country-specific characteristics that are assumed not to affect Greenspeak both directly and 

indirectly will not be considered in this analysis.   

The political landscape in Denmark is represented by a stable policy formulation and implementation 

because of the similar policies pursued by the center-left and right governments,  and because of the 

extensive negotiations taking place before legislations are enacted. Furthermore, when implemented, 

the policies are rarely reversed. As of 2019, the government is led by the Social Democrat Party with 

Mette Frederiksen as the prime minister, with the main focus areas of the policies are climate change, 

homeless people, housing, and foreign labor (MarketLine, 2019a). 

Denmark is performing well on several governance indicators on areas such as the citizens’ ability to 

participate in government selection, freedom of speech and free media, with similar rankings as the 

other Nordic countries. Furthermore, government effectiveness is the highest in the Nordic region as 

of 2017, while control of corruption are other areas where Denmark is performing well. The latter, 

corruption, Denmark, is considered almost free of and was ranked number one out of 180 countries 

(MarketLine, 2019a).  However, there are many political parties in the parliament, and because of the 

differences in the ideologies and opinions, the government might experience difficulties in passing 

new laws since it is a minority coalition government (MarketLine, 2019a). They will have to get 

support from other parties that are not part of the government. 

The mobile subscription sector is not as heavily regulated as the broadband sector of the 

telecommunications industry. In the latter, TDC Groups owns most of the infrastructure and will have 

to provide access and deliver prices set by the Danish business authority (Stensdal, 2017). In the 

mobile subscription sector, which is the unit of analysis in this study, the network owners are not 
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required to provide access. The political environment has had a critical influence on the rollout of 

5G. High taxes, challenges in the implementation of new network masts, and a lack of enthusiasm 

towards the benefits of 5G from the government have ultimately resulted in Denmark being a few 

years behind the development of 5G compared to other countries (Lauring, 2017). 

The Danish economy is considered one of the best in the world by providing a great business 

environment. Denmark is one of the only countries with an integrated financial regulatory system that 

monitors banks, insurance companies, and the securities market. (MarketLine, 2019a). Because of 

the below-average level of government debt compared to other EU countries, the authorities have the 

opportunity of fiscal stimulus in periods of low growth (MarketLine, 2019a).  

Another aspect that represents the state of the Danish economy is the sophisticated infrastructure that 

has been rated in the top 20 of 140 countries. Especially in logistics performance, Denmark has 

improved in the last couple of years (MarketLine, 2019a). The telecommunications companies do 

have some influence on the state of this parameter since the biggest players have contributed to the 

establishment and development of the infrastructure in the Danish wireless telecommunications 

industry. Furthermore, TDC Group owns the majority of the infrastructure on the fixed-line 

telecommunications services, including television and broadband. The industry-specific dynamics 

will be further analyzed in the industry analysis. However, an important economic fact is that the 

mobile subscription industry is very saturated, which could result in a zero-sum game because of one 

firm’s increase in consumers means the decrease of another firm’s consumers (MarketLine, 2019b; 

Hirschey and Bentzen, 2014). 

Some challenges do pose a threat to the Danish economy. One is the lack of diversification in the 

exports, in which the EU is the main importer of Danish goods, and the other one is the Danish 

households are some of the most indebted in the world. There are also signs of labor productivity 

declining, and it is especially evident in the sectors of trade, transport, food, and accommodation 

(MarketLine, 2019a). However, the Danish productivity commission did issue some plans in 2012 to 

strengthen the competition and improve on education, innovation, and effectiveness in the public 

sectors (MarketLine, 2019a). Another threat of the economy, not only for Denmark but rather the 

whole world, is the consequences of the lockdown of several countries concerning COVID-19. 

Companies are forced out of business, the unemployment rate is increasing, and it can take years 

before the economy can return to the same level as before (Mortensen, 2020). However, due to the 
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strong fiscal frameworks and social policies, Denmark might be better suited for such crises than 

other countries (MarketLine, 2019a).  

The socio-cultural environment of Denmark is represented by a high standard of living with a good 

work-life balance, and the Danish people have been regarded as one of the happiest nations in the 

world. The happiness and life satisfaction can be somewhat credited to the welfare system that 

includes free healthcare and education, great unemployment benefits, which has been based on the 

history of socialist parties governing the country in the last 50 years. The labor market is characterized 

by 80% being unionized, meaning that wages, working hours, and the number of holidays are decided 

through collective agreements (MarketLine, 2019a).  

One of the current challenges to the socio-cultural landscape is immigration, in which Denmark has 

the tightest immigration laws in Europe. Several immigration laws have been issued from the last 

ruling government, with the purpose of decreasing the attractiveness for immigration to Denmark. 

However, new policies have been promised following the election of the new government. In 2019 

10.5% of the population were immigrants, with 57.6% being  from non-western nations (MarketLine, 

2019a). The other challenge Denmark faces in terms of the socio-cultural area is the aging population, 

which a big risk to the welfare-system since financial sustainability can be pressured when the work-

force decreases, but the welfare benefits increases (MarketLine, 2019a).  

In terms of the technological aspect of the PESTEL analysis, Denmark is regarded as one of the 

European leaders in innovation. According to the European Commission's Innovation Union 

Scoreboard of 2019, the high ranking is because of Denmark's performance in human resources, 

attractive research systems, and its innovation-friendly environment (MarketLine, 2019a). The 

performance can be credited somewhat to the high level of expenditure on R&D, with Denmark 

accumulating one of the highest expenditures in the OECD Region, which has doubled since the 

1990s. The private sector is responsible for around two-thirds of the investments in R&D, with the 

public sector accounting for the last third (MarketLine, 2019a).  

However, the government does show a lack of support for business R&D, with only 0.05 % being 

financed by the government. Furthermore, the government does not provide any tax incentives for 

R&D activities, but in fact, puts a tax burden on the firms that are doing R&D as measured by the 1-

B index (MarketLine, 2019a). Furthermore, there is room for improvement between the business 

sector and the public sector, especially the link between SMEs and the universities are weak. The 

collaboration between these parts can result in increased productivity and returns for the private 
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sector. Still, according to MarketLine (2019a), the government has not taken any steps to strengthen 

the collaboration. Thus, why the private sector is the main reason for the strong technological 

landscape in Denmark.  

The rising number of patents might be a potential benefitting factor towards the technological 

landscape, which stems from the Danish parliament passed a law that simplified the patent system in 

2015. The increased number of patents can increase revenue through royalties and licensing 

(MarketLine, 2019a). The rollout of 5G can prove to be a significant technological development that 

can have an impact on the industry and Denmark in general, and the players who exploit this new 

technology can use it as a competitive advantage. 

Denmark has initiated several environmental initiatives concerning its strong environmental policy 

framework built upon the EU directives, with a focus on the integration of environmental and energy 

concerns since the 1990es. In 2011 the Danish government issued a new plan to phase out coal as an 

energy source and instead use renewable energy by 2050. Other initiatives and regulations included 

the protection of the forests and marine environment, reducing chemical pollution, and improving 

waste disposal (MarketLine, 2019a). As previously mentioned, one of the focus areas of the new 

government was climate change, which can result in more regulations and initiatives in the coming 

years. Denmark has also contributed to other aids and projects to support and help in certain areas of 

developing countries, and now the help will be more targeted towards areas of global importance, 

including the climate and biodiversity (MarketLine, 2019a). One of the areas that Denmark is leading 

in is wind energy, and in 2018, 41% of the electricity consumed originated from wind power. The 

goal is to increase that number to 50% by 2020. Several investments can improve this area, and 

Denmark is expected to maintain its leading positions within wind energy (MarketLine, 2019a).  

One could argue that Denmark being a small country doesn’t have a large impact on the global 

footprint of waste, but the people of Denmark produce a lot more waste on average compared to the 

average of the OECD. In 2017, the waste per person was 785.4 kg a year compared to the OECD 

average of 524.4, and in Sweden, the average was 459.2 kg. To overcome this challenge, the Danish 

government has issued additional initiatives, including a waste management plan and waste 

prevention strategy towards exploiting resources more efficiently and reduce household waste by 

2022 (MarketLine Country, 2019). In areas of transport and land usage, there are still some 

unsustainable consumption patterns, and the Danish government has not been able to integrate its 

environmental policies with the sectoral policies of agriculture, energy, and infrastructure 
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(MarketLine Country, 2019). According to MarketLine Country (2019): “The incentives and taxes 

used to ensure environmental adherence need to be better integrated with other sectoral policies to 

ensure that the objectives and implementation procedures are harmonized.” (P. 53).   

The legal analysis of Denmark is characterized by the previously mentioned low levels of corruption, 

highly developed infrastructure, liberal foreign trade and investment policies, skilled labor force, and 

general ease of doing business. All of this makes Denmark an attractive business location. Foreign 

investment is expected to rise because of the less restrictive regulations on foreign funds access to 

equity funds, which was issued in 2009. In terms of the ease of doing business, the evidence shows 

that compared to other countries, it is much easier to start a business in Denmark (MarketLine, 2019a). 

However, in terms of settling disputes and the regulations on competitiveness, Denmark is ranked 

lower than the other Nordic countries, due to its inefficiency in its legal framework (MarketLine, 

2019a).  

In the telecommunications industry, EU legislations ensure fair and equal market conditions for all 

players, while still encouraging innovation and development for the incumbents and new entrants. 

The legislation that affects the industry includes price-fixing or establishment of cartels and monopoly 

prevention with the mission to prevent worse conditions for suppliers, consumers, and other 

competitors. It is illegal for the competitors to negotiate prices for their benefit, thus creating a cartel, 

or agree on delegating different segments between them. Furthermore, monopoly prevention ensures 

that one player cannot control the market, hence why Telia and Telenor got their merger agreement 

disapproved by the European Commission in 2015 (Breinstrup, 2015).  

5.1.2 Human needs, capitalism and the nordic model  

For simplicity reasons, Maslow's hierarchy of needs is, in this paper, assumed and classified as 

correct. It makes it easier to understand and analyze the behavior of the Danish people. As previously 

determined, the people of Denmark have a high standard of living, and for the unemployed, there is 

a great support network of benefits to ensure they can satisfy their critical needs. The economy is 

strong and healthy, and people can feed themselves, stay warm and safe (Pipes, 2020).  There, it can 

be argued that people have their basic needs met, which enables them to reach for higher and more 

complex needs.  

The world is in possibly the best state ever with no world wars in 70 years. People have the desire to 

do good and can do it today without the fear of their basic needs collapsing (Pipes, 2020). 

Consequently, these factors might introduce several business opportunities where companies can 
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offer services that are targeted towards specific values in people that are related to their higher needs 

of esteem and self-actualization.  

Self-interest might be the main principle in most economies today, and within capitalism, self-interest 

is preferred due to its implications on competition and profits. However, how well does purpose fit 

in together with the capitalistic principles, where the need for companies to have goals greater than 

just to make money arises. Especially millennials and Gen Z have desires that stretch beyond money 

and expect more from companies than the traditional role of generating profits for shareholders 

(Parkinson, 2018). Companies need to stand for something, and there is an expectation that a purpose-

driven culture is expressed and implemented through a variety of social responsibility activities. 

According to Parkinson (2018), millennials and Gen Z expect that especially MNEs and large 

corporations should use their power to influence the lives of their workforce and consumer base 

(Parkinson, 2018). 

One approach could be to follow the principles of John Mackey. He was the initiator behind Whole 

Foods’ new rating system called Responsible Grown, which not only focuses on organic produce but 

measures factors like energy conservation, waste reduction, and farmworker welfare. This initiative 

was originally deemed expensive as it put huge pressure on family-scaled farmers with narrow profit 

margins (Kowitt, 2015). Eventually, the outcome was not successful, and Whole Foods ended up in 

a bit of a crisis because of other related issues. However, Mackay came up with a new idea called 

conscious capitalism, which is a mode of doing business that benefits all stakeholders. Profits and 

purpose are integrated, and trough these principles, companies can outperform competitors (Kowitt, 

2015), similar to doing well by doing good innovations (Varadarajan and Kaul, 2018) and creating 

shared value (Porter and Kramer, 2011). The principles of conscious capitalism include conscious 

leadership, stakeholder orientation, conscious culture, and higher purpose (Anderson, 2015). 

According to Schwartz (2013), companies that practice conscious capitalism do perform up to ten 

times better than their peers simply because they treat their stakeholders better, hence by giving more, 

they get more in return. Their suppliers are happier, employees more engaged, productive, and likely 

to stay, while the company is more welcome in their communities, and the customers are more 

satisfied and loyal (Schwartz, 2013). 

The eruption of these new business principles might indicate a shift in the way doing business, thus 

an evolution of capitalism, where businesses are expected to do more, which according to Fox (2019): 

“It’s simply one of those rare moments in time where technology, opportunity, and understanding 
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coalesce into a major leap in human history” (Paragraph 3). In the case of whole foods, they did 

originally struggle with this approach, as shareholders expect better short-term results, and following 

the principles of conscious capitalism might benefit the company more in the long run (Kowitt, 2015). 

These findings are similar to the implications TDC Group has experienced following its new owners. 

TDC Group is now privately owned, and according to the head of CSR in TDC Group, the new 

ownerships have made it possible to focus on long-term gain instead of short-term, which has resulted 

in more environmental-friendly initiatives (Appendix 3). The issue with conscious capitalism and 

shareholders was analyzed by Wang (2013), who argues that the root of this issue stems from two 

competing views of the relationship between shareholders and other stakeholders. Conscious 

capitalism advocates argue that it is possible: “ethically correct, and economically sensible to 

maximize all stakeholders’ welfare without any Pareto inefficiency.” However, the other opinion 

states that conflicts between the various stakeholders can occur, and it might be troublesome to satisfy 

all stakeholders, and in these cases, the shareholders must be the first priority (Wang, 2013). The 

challenges of the two competing views will be further analyzed in the Firm category of the analysis, 

by looking into what effect the ownership of Greenspeak has on their utilization of purpose.  

Nevertheless, the change in capitalism is welcomed and needed since, in the global socio-political 

and economic environment of today, there are some evident challenges which conscious capitalism 

and purpose could help with. The examples provided by Fox (2019) are some of the results of 

traditional capitalism: “42 people hold the same wealth as 3.7 billion of the world’s poorest (Oxfam 

International). 50% of the world’s population has seen no increase in wealth (Oxfam International). 

82% of the global wealth generated in 2017 went to the most wealthy 1% (Oxfam International).” 

(Paragraphs 6-7).   

As mentioned in the theory section, Denmark is part of a group of countries that have balanced 

capitalism and socialism. The question is how this affects Denmark´s ability and desire to have 

purpose-driven businesses like Greenspeak. Collaborating and contributing to the higher good and 

not primarily for individual monetary gain is incorporated in the Nordic model. Therefore, it can be 

argued that the business conditions for purpose-driven companies are great in Denmark, based on 

how society is built and how it has shaped its people. The society in the Nordic countries is not only 

build up around competition that drives innovation, growth, and improved living conditions, but a 

belief in equality and high living standards for everyone. Purpose-driven businesses have other goals 

than just making money. They want to use their impact positively towards social and environmental 

challenges towards creating a better world for everyone.  



 

Chapter 5 - Analysis 63 

Furthermore, the welfare system in Denmark, with free healthcare, education, and a financial safety 

net, provides them with the freedom to live a purposeful life (Lubanski, 2017). Consequently, Danes 

between the age of 20-37 are some of the people in the world that demands the highest amount of 

purpose from companies, especially within sustainability and climate. 70% believe that companies 

need to do more in terms of sustainability, and 61% are loyal to companies that do something good 

for society (Larsen, 2014).  

Thus, the findings suggest that conscious capitalism is inherited in the society of the Nordics, and 

therefore, the purpose might work better in companies from the nordic countries. However, since 

consumers are starting to demand more, companies are forced to do more and have a purpose, which 

was recognized by Mark Rasmussen and the head of CSR at TDC. Companies need to ensure that 

they are living up to what they promise before they use purpose-driven marketing (Appendix 1, 

Appendix 3).  

The importance of purpose and sustainability was also supported by Julia Kehl, president of Oikos 

Copenhagen. She has experienced an increased awareness on sustainability and purpose from 

business school students, trough her work at Oikos. She states that people are aware of the shift in 

market needs, and the necessity of businesses and managers developing skills within this field 

(Appendix 5).   

5.1.3 Concluding remarks on the shift in market needs 

The external environment of Greenspeak is characterized by a stable and efficient political landscape, 

with low levels of corruption, and a strong economy. Furthermore, there is a high standard of living 

and a good work-life balance, and Denmark is one of the European leaders in innovation and 

technology. The environmental focus is increasingly important, especially in terms of sustainability 

and recycling, because of the newly elected government (MarketLine, 2019a). The legal environment 

in Denmark makes it an attractive international business location but might pose a threat to the 

incumbents because of an increased amount of foreign players investing in Denmark (MarketLine, 

2019a). Still, EU legislations ensure fair and equal market conditions for all players (Breinstrup, 

2015). 

The basic needs are met, thus enabling the people in Denmark to desire more as part of self-

realization. The younger generation, millennials, and Gen Z are expecting more from companies 

(Parkinson, 2018), which enables companies to leverage purpose. Conscious capitalism is the 

foundations for companies to leverage purpose (Kowitt, 2015; Anderson, 2015), and a method could 
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be creating shared value (Porter and Kramer, 2011), where companies increase the satisfaction of 

customers and perform up to ten times better (Schwartz, 2013). However, Wang (2013) suggests that 

challenges can erupt between shareholders and other stakeholders when dealing with purpose, which 

insinuates a possibility of purpose not effectively working in publicly listed companies with 

shareholders as the first priority. Thus, it could indicate an advantage to smaller organizations, like 

Greenspeak, but this will be further analyzed in the firm category. Finally, Denmark might be a good 

fit for purpose because of the balance between capitalism and socialism, and because of the increased 

focus on sustainability and the environment (Larsen, 2014).  

5.2 Industry 

In the Danish Wireless telecommunications industry, the market consists of several services, 

including cellular (Mobile phone subscriptions), pagers, and any other wireless or cellular 

telecommunication service (Marketline, 2019b). In this study, the focus will be on the mobile phone 

subscriptions since Greenspeak only caters to that part of the market. In this industry analysis, the 

wireless telecommunication service providers are the players, the private end-users are the buyers, 

and the telecommunications equipment providers and network owners are the suppliers. 

Several different wireless telecommunications service providers offer mobile phone subscriptions in 

the Danish B2C market, and many of them are owned by the same companies such as TDC Group, 

Telenor, and Telia. The providers as follows: 3, CBB Mobil, Call Me, Fullrate, Yousee, Telenor, 

Greentel, Oister, Telia, Telmore, Greenspeak, and then several other small providers with almost no 

market share, who will not be considered in this industry analysis. 

According to an industry analysis of the wireless telecommunications industry in Denmark made by 

MarketLine (2019b), which includes B2C and B2B, the total value of the market was $2,042.8 million 

in 2018. Thus, the Danish market is roughly accounting for 1.3 % of the European market, and it is 

forecasted to reach a value of $2,224.2 million by 2023. Furthermore, in 2018 the total number of 

corporate and private subscribers of wireless telecommunications services was 9.8 million, and it is 

expected to reach 11.2 million by 2023.  

B2C and B2B 2018 2023 

Market Value $2,042.8 million $2,224.2 million 

Market Volume 9.8 million 11.2 million 

 

Table 4 - Market Value and Volume of the Danish Wireless Telecommunications Industry (MarketLine, 2019b).  
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Based on numbers from the Danish Energy Agency, 

TDC Group is the leading player with a market share of 

39.8% across all its brands (Jørgensen, 2019). In total, 

the leading players account for around 80% of the total 

amount of subscribers (MarketLine, 2019b). In terms of 

the segmentation on the market, MarketLine (2019b) 

has separated the market into three categories: Data, 

Voice, and Messaging. Data is the largest segment as it 

accounts for 80.5% of the total market value, and 

messaging is the smallest segment, with only 4.6% 

(MarketLine, 2019b).  

5.2.1 Porters Five Forces 

The five competitive forces by Porter (2008) will serve as the analytical foundation to understand the 

drivers of competition on the Danish B2C wireless telecommunications industry. Rivals are not the 

only drivers of competition since the customers, suppliers, new entrants, and substitutes all play a 

significant role. The knowledge obtained by analyzing and understanding each dimension of the 

competition can help the players in showing the necessary steps and actions towards successfully 

entering the market or achieving their desired market position (Porter, 2008).  

The threat of New Entrants (Moderate) 

The initial force which will be analyzed is the threat of new entrants, which is dependent on the entry 

barriers of the industry. If the barriers are low, then the threat is high, and the profitability of the 

industry will suffer. A new entrant can have a significant effect on the industry by increasing the 

overall capacity. The new entrant might either push the prices with a disruptive business model that 

focuses on undercutting the market or by offering a superior service (Porter, 2008). Both cases have 

been seen before in this industry. The incumbents will have to take action following a disruptive 

entrant either through innovation, investments, acquisitions, or initiating a more predatory price-

setting strategy (Porter, 2008).  

The nature of the Danish B2C wireless telecommunications market has resulted in a very capital-

intensive industry that is dominated by a few incumbents who own their network infrastructure, in 

which they can benefit from economies of scale. Entering the market on the same level as these 

incumbents is very capital-intensive and risky. The other mode of entry consists of leasing access to 

Market segmentation

Data Voice Text

Figure 4 - Market Segmentation (MarketLine, 2019b) 
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the infrastructure of one of the incumbents, as done by Greenspeak (MarketLine, 2019b). The 

profitability of an MVNO- or brand agreement is limited, thus why such an entry mode is also costly. 

Several companies have successfully entered the market with a disruptive approach by undercutting 

the market or offering services that strongly differentiate from the current products. In most cases, 

the purpose of these entrants is to generate a large customer base in a short amount of time in hopes 

of selling the company to the incumbents when they have become too large to ignore. Greenspeak 

seems to go against these previous examples of new entrants with their principles (Appendix 1). The 

seven different entry barriers to withstand new entrants (Porter, 2008) will now be analyzed: 

Supply-side economies of scale can be achieved through producing in larger volumes to lower the 

cost per unit, which leaves the new entrants with the two options; (1) Produce at the same volume or 

(2) Provider a better product or business model (Porter, 2008). However, in this particular industry, 

new entrants seem to accept the disadvantage but still compete on prices to obtain a large customer 

base quickly to force one of the large players to acquire them. Telenor, 3, Telia, and TDC Group all 

own their own infrastructure and therefore achieve supply-side economies of scale, which puts 

pressure on new entrants. 

The demand-side benefit of scale concerns the network effects of a product in an industry. The 

number of users of a service is directly related to the willingness to pay or buy. If one side increases, 

the other one follows and vice versa (Porter, 2008). The network effects are not critical anymore in 

this industry since the consumers can communicate across all networks through a variety of different 

platforms and methods.  

Consumers switching costs concerns the fixed costs a consumer has to incur when switching from 

one service provider to another. If the switching costs are high, then the new entrant will face 

challenges in gaining market share (Porter, 2008). The switching costs in this industry are insufficient 

since the consumers do not have to face any costs when switching to another service provider. 

However, some of the players do require a six-month bond when starting a new subscription, and 

after the six months, there is a one-month notice.  

The capital requirements of entering an industry can be on such a high level that keeps new entrants 

out (Porter, 2008), which, to some extent, is the case in this industry. The new entrants are forced to 

enter as MVNOs or similar wholesale agreements since the capital requirements of building their own 

network infrastructure is assumed to be at a substantial level. The capital requirement, when entering 

through a wholesale agreement, can include an initial start-up fee, hiring of staff, marketing, 
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overhead, supplies and more, all while most of the revenue goes to the network owner, such as Telenor 

and TDC Group (Appendix 1, Appendix 2). However, it depends on the nature of the lease agreement 

with the network owner, as some wholesale agreements provide everything besides marketing and 

sales. This will be analyzed further in the strategy category.  

Similar to the capital requirements, another entry barrier is the incumbency advantages 

independent of size in which the incumbents of the industry might have some advantages in terms 

of costs and quality or access to better technology, materials, or locations (Porters, 2008). Since the 

new entrants can lease access to the incumbent’s infrastructure, the quality differences might not be 

substantial enough to be an advantage. However, with the coming rollout of 5G could result in a 

bigger difference in the quality of the incumbents. All of the networks might not support this new 

technology, and the best performing network might become preferred in the eyes of the consumers. 

There is unequal access to distribution channels as most of the large players have their own 

physical stores and access to call centers who push the products to consumers, and it is critical that 

the new entrant has a well-functioning distribution channel (Porter, 2008). The new entrant might not 

have the resources to sell its products in any other way than online, which is the case of Greenspeak 

(Appendix 2).  

Restrictive government policies are not an important factor in the Danish B2C wireless 

telecommunications industry. The network owners can refuse to lease their network to new entrants, 

which creates a significant disadvantage for new entrants pursuing a wholesale based entry strategy. 

Overall, the threat of new entrants is considered to be moderate. The capital requirements and lack of 

regulations put huge pressure on the new entrants. They will have to compromise on profitability to 

gain access through a wholesale agreement. However, if provided access, the possibility of disrupting 

the market by lowering prices or offering a better product can force the incumbents to take action. 

Buyer Power (Moderate) 

The profitability of the industry suffers if the consumers are powerful since they will require better 

service and higher quality while demanding lowered prices (Porter, 2008). The buyer power is 

stronger because of the low level of brand loyalty, which stems from the low switching costs and that 

the competition is based on price. This forces the consumers to constantly look for the best deals that 

are available (MarketLine, 2019b). Furthermore, according to MarketLine (2019b), the buyer power 

increases because of the following: “The low levels of product differentiation leaves players 



 

Chapter 5 - Analysis 68 

competing on quality, reliability, brand awareness, functionality and value pricing to try to capture 

new and retain existing customers in the wireless market; however, as these are inherently 

standardized, buyer power is strengthened.” (p. 17). However, the buyer weakens because of the 

constant need for communication, and since the Danish consumers have a high mobile engagement, 

which forces them on the market. Thus, the power of buyers is deemed moderate, but leaning towards 

strong (MarketLine, 2019b). The moderate power of buyers is related to the lack of substitutes, which 

leads to the next section of the analysis.  

The threat of substitutes (Weak) 

A product that caters to the same need by offering a similar or identical service in another industry is 

a substitute. A substitute forces the players to invest in R&D, better performance, and marketing to 

withstand the decreased profitability experienced by a substitute forcing a ceiling on prices (Porter, 

2008). The substitutes of mobile phone subscriptions are fixed-line telephony, internet 

communication (Skype, Microsoft teams), and VoIP telephony (MarketLine, 2019b). However, these 

substitutes do have some constraints, and the benefits of these are limited to the average consumer in 

the Danish B2C wireless telecommunications industry. Fixed-line telephony or Landline does not 

provide any opportunities for the consumer to call, text, or be on the internet on the go, and VoIP has 

similar constraints. Internet communication is not possible on a mobile phone without data, so in 

order to use such services, the consumer would have to either communicate through a computer or 

with a phone through WIFI. 

Supplier power (Strong) 

The profitability of the industry can suffer if there are powerful suppliers who charge higher prices 

or limit quality (Porter, 2008). The suppliers consist of other competitors, Telia, Telenor, 3, and TDC 

Group, who own their own network infrastructure (networking equipment, masts and base stations), 

which they can lease the use of, to other competitors. Other suppliers include companies who 

manufacture sim-cards, such as Cardcoin, who are the suppliers of Greenspeak and Telenor 

(MarketLine, 2019b; Appendix 2). Furthermore, companies such as Huawei ZTE and Ericsson are 

manufacturers of telecommunications hardware, and they are an essential part of the development of 

wireless networks (MarketLine, 2019), which is evident in the current partnership with TDC Group 

and Ericsson on the development of the new 5G network infrastructure (Andersen, 2019). 

Furthermore, according to MarketLine (2019b), the development of 5G will require hardware input 

in handsets and modems, which are supplied by manufacturers such as Intel and Qualcomm. One 

could argue that mobile phone manufacturers, such as Apple and Samsung, are also, to some extent, 
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suppliers since many of the wireless telecommunications providers in the industry sell phones as part 

of the mobile phone subscriptions (MarketLine, 2019b). 

The government is the sole supplier of bandwidth, and they regulate the permission and access to 

particular bands, which are allocated through periodic auctions, which can result in substantial 

amounts (MarketLine, 2019b). Hence, again substantiating the earlier statement of the wireless 

telecommunications industry being capital-intensive. 

The number of suppliers increases in the case of MVNOs and similar companies, such as Greenspeak, 

since they do not own their wireless infrastructure and will have to lease access to the competitors 

(MarketLine, 2019b). Consequently, the power of suppliers increases. Ultimately the power of 

suppliers is strong since there is a low number of suppliers who are large in size, which increases the 

possibility of becoming an Oligopolistic industry, where the suppliers are critical in terms of quality 

and costs. The wireless telecommunication providers who own their own infrastructure have a 

significant advantage since they can benefit from economies of scale. They are not permitted to offer 

access to these new entrants, hence, why they have stronger bargaining power. The new entrant will 

have to offer a large amount of its revenue to pay for access, as seen in the example of Greenspeak, 

who pays up to 80% of its revenue as part of the wholesale agreement with Telenor (Appendix 2; 

Marketline, 2019b). 

Degree of rivalry (Strong) 

A highly competitive industry can be beneficial for the consumers who might get better quality 

services while paying a lower price, but detrimental to players because of the pressure on the 

profitability. Such scenarios are usually typical in industries that mainly compete on price, which can 

be destructive for the industry as a whole (Porter, 2008; Hirschey and Bentzen, 2014) 

There is a strong degree of rivalry amongst the competitors because of the existence of large and 

dominant players (Telenor, 3, Telia, and TDC Group) who can benefit from economies of scale by 

owning their own networks and infrastructure. The level of differentiation is very low, thus making 

price and quality the main competitive parameters within the industry (MarketLine, 2019b), which 

was evident in the conducted survey. The majority of the respondents deemed price and quality as 

the most important considerations when choosing a mobile subscription (Appendix 4). The industry 

dynamics can change quickly for the worse for the incumbents when low-price competitors enter the 

market with a disruptive approach. 
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The players are also competing on brand awareness and functionality as measures to acquire new 

customers and retain current customers (MarketLine, 2019b). Because of the low switching costs, the 

players will have to find other methods of differentiating their service offerings, like Greenspeak, 

with their purpose. Furthermore, some of the larger competitors, TDC and Telia, are offering other 

related products within telecommunications, such as broadband and televisions subscriptions, which 

encourage the competitions on package-offerings (MarketLine, 2019b). However, according to the 

conducted survey, only 8% of the respondents considered package-offerings when choosing a mobile-

subscription (Appendix 4). Shifting the focus from price is necessary to increase the profitability of 

the industry and to enhance customer loyalty, which requires innovation and differentiation from the 

incumbents or new entrants.  

 

Figure 5 - Strength of the different forces. One is the lowest, and five is the highest. 

5.2.2 Concluding remarks on the industry 

The diagram symbolizes the intensity of the different competitive forces in the industry and how 

critical each factor is for profitability. Hence, it works as an illustration and summarization of the 

porter's five forces analysis. The threat of new entrants was moderate, and the buyer power was 

moderate, almost strong, the threat of substitutes was weak, while the supplier power and degree of 

rivalry were strong. The dynamics of the industry are essential factors that a company will have to 
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consider to become successful. In the end, the founders of Greenspeak would have to consider how 

they can survive this competition, what are the drivers, dimensions, and intensity of the game and 

how they can obtain a competitive advantage from that analysis (Grant, 2010). 

The profitability is suffering because of the low level of differentiation, which forces the competition 

to be based on price and quality, as substantiated by the findings from the survey (Appendix 4). The 

price-focused competition could benefit from differentiation in the form of purpose. Purpose-driven 

business can offer something different to the customer and satisfy additional needs, while not 

compromising on the price. However, this might not increase the overall profitability of the industry. 

Still, concerning the success of Greenspeak, purpose might be the right solution as a way of 

differentiating from the competition.  

5.3 Founders 

The founders of any startup have a massive responsibility in whether the business will be successful 

or not. They need to decide on products, strategy, partnerships, customer service, sales, etc. Several 

things can go wrong, and with the limited resources and critical decisions at the beginning of a 

company’s life, the experience of the founders will be the decisive factor. 65% of startups who fail 

can be directly pointed towards the leadership and management team (Wasserman, 2013).  

Wasserman (2013), Lazear (2005), and Churchill & Lewis (1983) identified that the decisions made 

by the management, in the beginning, can be some of the most important in its lifetime. They can 

have immediate consequences resulting in an instant fail, and exit, or have delayed and unexpected 

but significant effects later (Wasserman, 2013; Lazear, 2005; Churchill & Lewis, 1983).  Founding a 

company will be a long list of dilemmas and decisions that could lead to self-inflicted fail and exit.  

5.3.1 Founder circumstances 

Firstly, the career circumstances of the founders will be analyzed. Greenspeak was founded by the 

three founders Anders, Mads, and Mark, with all of them being in their 30´s. The analysis will 

continue by looking into each of the three founders. 

Anders has a lot of experience with customer service, which he has accumulated over the last 20 

years. He is the only of the founders with any relevant education, in which he has attained some 

courses and seminars within customer service. His educational background, along with his career 

within customer service, makes him a specialist within this field, hence why he is the customer service 
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manager in Greenspeak (Om Greenspeak, n.d.; Appendix 2). However, he has a significant lack of 

experience and education with being a CEO, which can result in some challenges.  

Mads has some experience working with marketing from his previous job in a company that worked 

with physical advertisements. Furthermore, he has worked as a movie photographer and editor, in 

which he has been able to work with his passion for visual media. He has transitioned his visual 

expertise into his work at Greenspeak as the brand and content manager, in which he is responsible 

for the marketing and content creation of Greenspeak (Om Greenspeak, n.d.; Appendix 2). One could 

argue that these skills have been necessary for Greenspeak to have in-house as a means to keep the 

marketing budget as low as possible.  

Mark is the only one of the founders who possesses some specific experience in this industry, through 

his job as a salesman for Telia. However, the experience did not come from any managerial levels. 

His educational background includes journalism, and he has accumulated some skills in terms of 

writing, which he has applied in his role of being head of communications (Om Greenspeak, n.d.; 

Appendix 1).  

During the interview with Greenspeak, the founders acknowledged that they had not attended any 

other seminars to build up academic knowledge, but they are considering doing it in the future. Thus, 

it is concluded that the founders did have some educational background that could benefit Greenspeak 

in the different roles of the company. Still, none of them had any experience that helps them in 

founding a telecommunications company.    

As a founding team, the three founders possess several skills within customer service, marketing, 

sales, and communications, and one could argue these skills to a certain degree works as a satisfying 

starting point for a startup because of the importance of these functions. Therefore, the experience 

and knowledge of the founders could provide them with the necessary skills to develop a sales 

strategy, advertisement strategy, and excellent customer service. Mark has explicitly industry 

knowledge, which could be helpful within all functions. When founders accumulate experience, they 

develop cognitive models that make them able to categorize and make sense of information. However, 

mental models are only valuable if the experience they build on is relevant for the business. 

Sometimes cognitive models can also be counterproductive if used in areas without relevancy 

(Wasserman, 2013). Although the founders have valuable experience, they were also described as 

stubborn on their principles and angry at society by Marks Rasmussen, which could be classified as 

counterproductive (Appendix 1).  
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All of them have experience in charity work, which might act as the foundation of the principles that 

made their business possible (Appendix 1). Furthermore, charity work provides the founders with 

nontraditional experience (experience outside work and school) (Wasserman, 2013).  

Although the founders have experience in specific areas which to some degree makes them specialist, 

none of them have any education within business or startups. Furthermore, none of them have 

experience as managers within strategy and business, which would be highly fruitful when developing 

a business model and strategy. Lazear (2005) claims founders need to be a jack-of-all-trades and 

Churchill & Lewis (1983) claims that founders need to have excellent skills within operations and 

management.  

The findings from the empirical data suggest that the founders lack managerial skills, and they are 

not a jack-of-all-trades. Additionally, according to the four axioms by Gans, stern, and Wu (2019), 

entrepreneurs have limited resources to decide between different valuable strategies. Furthermore, 

the choices can be irreversible since the company will lay a foundation of history, brand, and customer 

expectations that can be highly difficult to change. The first strategies are, therefore, very critical. 

The founders of Greenspeak lacked human capital, which could have provided them with favorable 

career circumstances that enable them to pick the best strategy. However, this was not the case 

because of their lack of education or experience. Regarding financial capital, they should have built 

up some during the years of employment. Furthermore, since the initial start-up costs were only 

50.000 DKK, the three founders were able to found Greenspeak without any external investors. The 

involvement of investors could compromise the principle and purpose of Greenspeak (Østerby, 2018). 

The personal circumstances of the founders are more complex since they are three different people 

with different backgrounds. As stated above, all of the founders have experience with charity work. 

Furthermore, they possess similar values on how society and businesses should act. They were all 

aligned in the sense that they wanted to change the world for the better and considered different 

options like an NGO´s and political parties. Ultimately, they wanted to found a company with certain 

principles and values. One of the founders even stated that he was angry at society back when 

Greenspeak was founded (Appendix 1). 

The information of the founders is scarce, and not much is known about them. They are all in their 

30´s and 40´s and have families. Wasserman (2013) identified that the older founders become, the 

more experience they accumulate, but that the experience often directly correlates with stronger 

golden handcuffs, family handcuffs, and specialization. The specifics, in this case, are not known, but 
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it would, in most cases, have been better to co-found a startup before having children. Furthermore, 

it is highly debatable if the motivation to change society is the same as an entrepreneurial motivation.  

Thus, the motivation of the founders to create Greenspeak was not to start a telecommunication 

business, but it was easy and risk-free. Consequently, this does not provide the best circumstances 

for having the drive to succeed in a highly competitive industry. The founders' alignment of values 

and principles makes them a very homogenous founding team. Research has shown that where 

individual values are aligned with those of the organization, employees are happier, more engaged, 

loyal, more productive, etc. (Holloway, 2017). Likewise, as emphasized by Münster (2018), the 

strategy of the business needs to be aligned with the true purpose of the business. Otherwise, it will 

hurt the corporate culture and make people rootless (Münster, 2018).  

The current market circumstances have been analyzed in the industry analysis; however, to better 

understand the market circumstances that were influencing the founders, a more historical view is 

adopted in this section. The Danish B2C wireless telecommunications industry is and has been for 

many years a highly competitive oligopolistic industry with a few big players (TDC Group, Telenor, 

Telia, and 3). The market has experienced many entries and exits, deregulations, and price wars, 

which has resulted in a very saturated market, primarily competing on price (MarketLine, 2019).  

Previously, there have been several successful entries from startups (Fullrate, Onfone, Telmore, 

Plenti, etc.), but also unsuccessful ones who haven’t been able to compete with the incumbents 

(Tjeep). The four market leaders can afford to obtain the more expensive customers, and even pay up 

to 500-600 DKK per new customer, as they benefit from economies of scale (Appendix 1). The 

dynamics of the industry have made room for different types of new entries, which are primarily 

based on similar strategies of an MVNO strategy. However, they differ in terms of the cut-off between 

the operational activities of the MVNO and the wholesale operator.  

Telenor provides four different variations of their wholesale deal; Brand, Service Provider, MVNO, 

and MVNO SIP (Telenor Wholesale, n.d.). The brand deal provides a web-based solution for the new 

entrant, in which Telenor provides access to its infrastructure, customer service, and support. Thus, 

the new entrant is only responsible for sales and marketing. In the service provider deal, the new 

entrant has more freedom over their prices and, to some extent, the composition of the product.  

However, the requirements as an IT-organisation are more extensive in terms of know-how. It is an 

advantage if they already have a customer base, but it is still a Telenor product, and Telenor are still 

in charge of product development. The MVNO deal is for the new entrant who has its own core-
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infrastructure but taps into Telenor’s wireless network. An MVNO is responsible for the operation 

and maintenance of its own core infrastructure, customer service, and billing. The MVNO SIP is an 

extension on the MVNO deal, which provides full accessibility on deciding how the calls should be 

handled through SIP, which can provide more innovative solutions, and incorporate wireless and 

landline to one service (Telenor Wholesale, n.d.).  

In terms of the competitive nature and purpose of the entrants, there are two types of entrants; 

disruptive entrants with a clear exit strategy, who offers low prices with the intention to grow fast and 

big enough until the market leaders acquire them. Thus is a very risky strategy but can result in a 

large reward for the founders. The second type is businesses like Greenspeak, who, to some degree, 

differentiate from the incumbents by offering something different, Greenspeak with its purpose and 

Plenti with its bundle of additional offerings. However, it is important to note that when Greenspeak 

was founded, there weren’t any other players in the industry who focused on differentiation and 

purpose, which positively improved the market circumstances for the founders.  

5.3.1 Founding as a team 

Building on the circumstances, Greenspeak consisted of a founding team, and according to 

Wasserman (2013), founding as part of a team can present three different tensions and dilemmas that 

must be aligned for the founding team to function properly. Furthermore, they are critical for the 

long-term stability of the team and overall firm. The team tensions are as follows; Relationships, 

Rewards, and Roles. 

The relationship tensions concern the relations of the founders. Are they close friends or family, 

which will, in turn, influence the roles and rewards (Wasserman, 2013). The findings from the 

interviews with Greenspeak suggest that the relationships between the founders started because of 

their similar believes: “The way we three founders know each other is that we all believe that there 

are things in society that can be done fundamentally better.” (Appendix 1). The three founders meet 

after one of the founders posted the idea of creating a truly sustainable telecom business, in a 

Facebook group/movement/policy institute called “Resource-based economy.” After meeting, the 

founders realized that they had a deep connection in terms of personality, principles, and values  

In terms of the roles, it is critical to decide the division of labor and responsibility (Wasserman, 2013). 

The roles of the founders were delegated based on the career circumstances of the different founders. 

As previously determined, Anders oversees the customer service, Mads is in charge of marketing, 

and Mark is in charge of communications, which are signs of Greenspeak initially decided on a clear 
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division of labor. However, they are still helping each other with the different areas: “in general 

everyone is involved with all the different areas because we help each other.” (Appendix 2). 

Lastly, the rewards can be a problem if they are not aligned with the importance of the roles. 

Furthermore, the equity split and compensation must be decided (Wasserman, 2013). The rewards 

are not aligned with the importance of the roles as everybody earns the same amount of money 

regardless of responsibility. Furthermore, the equity split is equal amongst all partners, and none of 

them can sell it for more than they bought it for (Appendix 1). 

The advantages of founding as a team are the opportunity to fill in the holes of the human, social, and 

financial capital. Going solo can put a lot of pressure on the founder when filling all the gaps,  which 

will slow down the start-up process. Furthermore, as a team, the response rate becomes faster, and 

they support each other through collaboration. However, the disadvantages of founding as a team 

means that they will have to sacrifice on equity, control, and problems with communication, 

coordination, and incentives that can arise (Wasserman, 2013). 

The ways to mitigate the disadvantages of building a founding team can be to evaluate the marginal 

utility of each of the co-founders, to ensure that they bring more marginal benefits than costs 

(Wasserman, 2013). It doesn’t seem like the co-founders of Greenspeak utilized this mitigating 

strategy to the fullest, as they never co-founded with anybody who had experience with running a 

business. As previously determined, the founders shared the same ideas and were motivated by the 

cause and purpose, with Anders being the initiator. Anders should probably have done a better job in 

evaluating the other founders, as they only provided a limited amount of required skills and know-

how. One of the challenges that Greenspeak faces is the churn rate of visitors on their website. They 

have a lot of visitors, but they are not good at converting them into customers; “So if we had somebody 

in-house who knew how to convert 2% more of our visitors into customers, then that would make a 

huge difference.” (Appendix 1). Thus, having an additional founder with know-how and expertise in 

such a field could have benefitted the founding team.  

Additionally, the empirical data indicate that the founders did not want to sign an agreement with too 

much risk. Along with the fact that the founders did not go full time in the beginning, the founders 

are assumed to be relatively risk-averse. This goes against the findings of Koudstaal et al., (2016) as 

entrepreneurs are, according to their own perceptions, more risk-tolerant than managers and 

employees. Furthermore, entrepreneurs are also deemed to be more loss tolerant than managers, even 

though: “The entrepreneur’s position is one in which much more is at stake to be lost than in the role 
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of a manager.” (Koudstaal et al., 2016, p. 4). Thus, the founders lack some of the characteristics of a 

typical entrepreneur, and the explanation for that might be because of their motivations behind 

becoming entrepreneurs. Furthermore, Lazear (2005) identified that most entrepreneurs have 

experience from several different jobs and positions and more extensive and mixed academic 

knowledge. Neither of the founders has broad work experience, and they haven’t finished any tertiary 

education, which further substantiates the lack of entrepreneurial characteristics in the founders of 

Greenspeak (Lazear, 2005). 

5.3.3 Concluding remarks on the founders 

In conclusion, the overall circumstances of the founders of Greenspeak could have been better. The 

founders had accumulated experience within sales, advertisement, and customer service, and they 

supplemented each other well, because of their different areas of expertise. At the time of founding, 

no other real competitors differentiated themselves on purpose and CSR, and the founders did not 

have too strong handcuffs.  

However, the founding team could have benefited massively from work experience and education 

within management, entrepreneurship, and know-how of the industry. In the literature of 

entrepreneurship, several scholars emphasize the importance of management skills at the beginning 

of a companies lifetime. Thus, having a founder with more business know-how would have 

contributed positively. Besides the clear division of labor, the founders are very aligned in terms of 

values, principles, and how the business should be run, which is mainly due to their deep personal 

connection with each other. Research has shown that where individual values are aligned with those 

of the organization, employees are happier, more engaged, loyal, and more productive (Holloway, 

2017). Bringing in more founders with different skills could have disrupted this alignment of 

personalities and values. Finally, empirical data suggested that the founders didn’t share the same 

characteristics of a typical entrepreneur. The founders of Greenspeak are risk-averse and are not jack-

of-all-trades.  

5.4 Firm 

5.4.1 Mintzberg Structures in fives 

As mentioned in the theory section, Mintzberg identified five major structures that all companies 

belong to. The simple form, the machine bureaucracy, the professional bureaucracy, Adhocracy, and 

divisionalized form. All of them have strengths and weaknesses and pitfalls that the organization 

needs to be aware of. Greenspeak, with its five employees, is a perfect fit for the simple structure, 
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which is the most normal structure for small companies and startups. The simple structure has little 

to no technostructure, few support staffers, a loose division of labor, minimal differentiation between 

its units, and a small middle line hierarchy. Usually, all decisions are made by one CEO, making up 

the entire strategic Apex (Mintzberg, 2009). 

 

Figure 6 - Simple Structure (Mintzberg, 2009) 

Communication flows freely and informally in the simple structure, and decisions can be made 

rapidly due to the heavy centralization. In Greenspeak, the three co-owners have an equal amount of 

power and decision rights, although they do have specific jobs delegated between them. All of them 

are part of the strategic apex. Common to the simple structure is that the technical system is simple 

since a more sophisticated system requires a high amount of support structure. In the case of 

Greenspeak, the system is complex and requires a high amount of support staff (Mintzberg, 2009). 

Still, the system and the support staff are organized and owned by Telenor, as part of the wholesale 

agreement in which Greenspeak leases access to their infrastructure (Appendix 1). However, as 

previously mentioned, Greenspeak is now in charge of its customer service with Anders, the CEO, 

executing the customer service tasks. Consequently, the CEO has more job specifications than what 

is required of him in the strategic apex. 

Simple structures work well for young entrepreneurial companies as they need to be lean, flexible, 

and organic, to be aggressive and innovative in markets where the large players hesitate to go to. Most 

of the competitors in the danish telecommunication market are big conglomerates (TDC, Telenor, 

Telia, 3), with substantial capital, who benefits from economies of scale. However, their operations 

are more formalized and bureaucratic, and they will react slower to changes. 
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The head of CSR at TDC stated that they did not wish to focus on their CSR initiatives in their 

marketing campaigns, as they believe there are many challenges when doing so. Even though they 

have started all these initiatives and promises to become CO2 neutral by the end of 2030. These big 

formalized companies, with TDC Group being a divisionalised form, still have several areas where 

they could improve on. So there is an inherent fear, at least at TDC Group, that if they launched a 

sustainability-based purpose-driven campaign, it would backfire and instead be mistaking for 

Greenwashing. Consequently, the CSR department and the marketing department do not work 

together at the TDC Group (Appendix).  

Several companies face backlash from attempts to show their social responsibility efforts, even 

though they have innovative and impactful initiatives in areas of safe working conditions, employee 

training programs, the environment, social programs, and support to the local communities. 

According to Kramer (2018), the backlash originates from the one-size-fits-all communication 

strategy used by the companies, like TDC Group. A solution could be to focus on targeted messages 

to four different audiences:  

“Corporate watchdogs such as social media activists, NGOs, and government agencies. 

Employees who want to be proud of their workplace. Investors who ultimately determine the 

company’s value and fate. Customers – along with the general public – who provide its revenue 

and define its brand identity” (Kramer, 2018, page 3).  

Thus, the findings of the literature suggest that the challenges TDC Group is facing with advertising 

their CSR efforts are merely an issue related to communication. Nearly all major companies have 

some sort of environmental and social activities, either through CSR or by integrating these activities 

deeper into the core activities by creating shared value. However, the right way to communicate the 

impact is still something the companies are searching for. Currently, most of the companies are using 

sustainability reports as the medium, which only the corporate watchdogs read. The company should 

tailor the communications of its social impact to each of the before mentioned target groups (Kramer, 

2018).  

The simplicity of Greenspeak makes it easy to minimize waste, and Greenspeak has few areas where 

they can improve on their sustainability. Most of the big conglomerates that Greenspeak is competing 

against are also on the stock exchange, which minimizes their ability to change and prioritize other 

stakeholders, which might provide an initial negative effect on shareholders. Furthermore, this issue 

is similar to the before-mentioned issue of conscious capitalism and shareholders, as discussed by 



 

Chapter 5 - Analysis 80 

Wang (2013) and Kowitt (2015), and the challenges John Mackay faced at Whole Foods when 

implementing new initiatives to satisfy all stakeholders. These findings might indicate a significant 

advantage towards Greenspeak since they do not have to cater to shareholders, which the larger 

players in the industry have to.  

The one major weakness that the simple structure has is the possible catastrophe misjudgment and 

lack of skills of the leadership. The findings of the survey indicate a radically higher potential than 

the current 8000~ customers (Appendix 4), and Greenspeak’s explanation to why they haven’t 

experienced more growth is the lack of skills and initial bad decision making, which are one of the 

issues in the simple structure (Mintzberg, 2009, Appendix 1). The strategic apex is the key part of the 

organization, and having a weak strategic apex is severely damaging, even when the organization is 

tapping into a niche market, unexploited by the bigger and more established competitors (Mintzberg, 

2009).  

When Greenspeak starts scaling and grows even bigger as a company, they will experience some 

structural and organizational challenges, since the simple structure will require a transition towards 

more specialized roles and subgroups. Formalization and specialization within the operations are 

needed to retain a high level of efficiency and customer responsiveness. Furthermore, the need for 

defined processes, job descriptions, performance management, etc. will have to be documented 

(Eisenmann & Wagonfeld, 2012) 

All while these structural and management challenges arise, Greenspeak will have to find solutions 

while maintaining there unique principles, norms, and purpose. The new employees will have to share 

the same purpose, which might be a challenge to find. Additionally, the founders might be replaced 

by new executive personnel with more experience, which can initiate further compromises in the 

purpose and culture of Greenspeak (Eisenmann and Wagonfeld, 2012).  

5.4.2 VRIN Framework 

The next part of the analysis will consist of the internal analysis of Greenspeak by applying the VRIN 

framework by Barney (1991). The internal analysis will outline the tangible and intangible resources, 

capabilities, and core competencies. The findings will help the researchers determining if Greenspeak 

has a sustained competitive advantage, which contributes to clarifying if Greenspeak successfully has 

utilized the benefits of a purpose-driven based organization. 
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For simplicity reason, the resources will be divided into tangible and intangible resources. Tangible 

resources can be measured and quantified like a plant, offices, equipment, etc. Intangible resources 

can be experience, brand name, and human capital (Barney, 1991).  

Unlike the majority of Greenspeaks competitors, Greenspeak lacks financial capital. In 2019, they 

came out with a profit of 200.000 DKK, and currently have a capital of 350.000 DKK. However, as 

part of their purpose, they will donate most of their profit to charity, which amounted to around 

400.000 DKK in 2019 (Appendix 2). Greenspeak was the only real stream of revenue as both project 

solstrøm and Greentown generated less than 1.000 DKK a month. Consequently, the lack of capital 

minimizes Greenspeaks ability to remain flexible and purpose investments that lead them to a 

competitive advantage.  

Besides being a financial resource, capital allows players to have a more significant amount of 

strategic solutions at their disposal, and survive in periods of financial struggles (Barney, 1991). 

Greenspeak does not possess any physical assets like plants, infrastructure, or headquarters, as they 

are renting an office in an incubator. Thus, Greenspeak is streamlined, agile, and without many 

responsibilities besides sales, customer service, and marketing. However, it would change if 

Greenspeak grew rapidly, which, therefore, would undermine their potential competitive advantage. 

Overall, Greenspeak does not possess any tangible resources (Organisational or physical capital) that 

provides them with a competitive advantage.  

Intangible assets are most often what derives the sustained competitive advantages, as they can be 

challenging to imitate or substitute because they are so genuinely embedded in the organization (Hitt 

et al., 2017). As previously mentioned, the founders of Greenspeak lacked management skills and 

know-how of running and scaling a business. Human capital was earlier defined as experience, 

training, intelligence, ethics, and principles of employees (Barney, 1991). What truly defines 

Greenspeak are their ability to set aside personal goals and monetary benefits and focus on a greater 

purpose. Having a max salary of 30.000, donate most profits to charity and have equal pay for all 

functions are what makes Greenspeak different, and what could make it possible for them to 

differentiate themselves from competitors. Thus, the resource that will be analyzed using the VRIN 

framework is the principles and values of its current leadership and employees. These intangible 

principles and values have made it possible for Greenspeak to offer a unique product. Furthermore, 

it is the only resource that Greenspeak has that can be a source of competitive advantage. 
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Valuable 

Firm Resources are valuable when they have a particular distinctiveness of efficiency and/or 

effectiveness to the organization, which enables the company to improve (Barney, 1991). As 

previously determined, the only unique resource within Greenspeak is the principles and values of 

the business model. Hence, it is the single real valuable resource of the company.  

Rare 

Firm resources are valuable and rare when they are being implemented in a strategy that 

simultaneously not performed by a competitor (Barney, 1991). Some of Greenspeaks competitors are 

using CSR in various degrees as part of their brand, including TDC Group and Telenor. Still, they are 

not actively using it in their marketing campaigns (Appendix 2). Greentel was established in 2011 as 

a “green” telecommunication providers, in which they bought a part of the rainforest in South 

America and donated towards green initiatives. However, according to their website, they have not 

implemented any new initiatives between 2011 and 2019 (Greentel, n.d.). Thus, there are no players 

in the industry who has sustainability and purpose as their identity at a level even close to Greenspeak. 

Therefore, Greenspeaks values and principles are valuable and rare.   

Inimitable 

The rare and valuable resources that are implemented are inimitable if they cannot be imitated by 

competitors (Barney, 1991). Therefore, they need to be unique resources that competitors in no way 

will be able to acquire themselves. Most of the larger competitors will not be able to copy Greenspeak 

due to their extreme principles. However, nothing prevents new startups from copying the values and 

principles of Greenspeak, and there might even be an opportunity to improve on their concept and 

utilize the purpose-driven business model in a greater way. Since it is clear that the purpose-driven 

business model by Greenspeak is not inimitable, the N (Non-substitutable) will not be further 

discussed. 

5.4.3 Concluding remarks on the firm 

Greenspeak, like most other startups, is utilizing the simple structure identified by Mintzberg (2009). 

This structure puts a lot of emphasis on the strategic apex since the strategic abilities of the 

management will be crucial in the survival of the start-up. In the analysis of the founders, it was 

identified that the founders were lacking business, industry, and start-up know-how and was lacking 

several characteristics of entrepreneurs. With the weaknesses of the simple structure in mind, 

Greenspeak´s most important business unit, the strategic apex, could also be their weakest. 
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Furthermore, Greenspeak does not have any sustained competitive advantage because its principles 

can easily be copied by potential new entries. Those new entries will, however, have to either build 

their own network infrastructure, which is highly costly or gain access to one of the existing networks, 

which is no easy task as many startups have failed due to the wholesale agreements which favor the 

infrastructure owner heavily. Likewise, the principles of Greenspeak does not provide monetary 

incentives which would lock out many people dreaming of a high sale exit. Consequently, the analysis 

of the VRIN Framework suggests that Greenspeak only has a temporary competitive advantage 

because of the threat of Greenspeak´s resources being copied or substituted.  

5.5 Strategy 

In the theoretical section of this study, it was identified by Simons (2014) that the choice of primary 

customer defines the business. The business model should consequently be designed in a way that 

meets the needs of the primary customer in the best possible way. The primary customer should be 

the people that fit with the company's culture and tradition while matching the company's existing 

capabilities. Gans, Stern, and Wu (2019) identified the importance of picking the right strategy from 

the beginning, even with minimal resources. Challenges can arise when suddenly switching strategy, 

as it can collide with the brand and history of the company. Chatterjee (2013) identified four different 

business models and emphasized the importance of settling on one business model and build its 

activities around it to fulfill its true potential. 

Greenspeak’s strategy and business model will be analyzed by using the Triple-layered business 

model canvas (TLMBC) by Joyce and Paquin (2015). Subsequently, the theories by Simons (2014), 

Gans, Stern, and Wu (2019), Chatterjee (2013), and O'Brien et al. (2019) will be used to determine if 

the business model follows the theories of successful implementation of strategy and purpose. As 

determined, the TLMBC can have multiple functions, and in this analysis, the framework will be used 

to gain a more holistic perspective of the organization (Joyce & Paquin, 2015).  

5.5.1 Economic Layer 

The economic layer consists of the following nine components: Partners, activities, resources, value 

proposition, customer relationships, channels, customer segments, costs, revenues (Joyce & Paquin, 

2015). Each of the components will be analyzed in the following section: 

In terms of Partners, Greenspeak has two major business partners and around 17 charity partners. 

Telenor is the sole provider of network infrastructure and conducted customer service in the 

beginning as well. They receive 80% of Greenspeak’s revenue in payment for the services they 
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execute in return. Greenspeak has partnered with Ever call on business customers as they had some 

benefits that fitted Greenspeak’s customers better. Finally, Cardcoin is producing Greenspeak’s sim 

cards, and PostNord handles the logistics of delivering the sim cards to the customers (Appendix 2). 

The most critical activities of Greenspeak is Sales, customer service, partnership maintenance, social 

media, content creation, and donations, Since, Telenor is responsible for operating the infrastructure 

and all the IT behind i. When asked which activities take up most of the founders’ time, Mark 

Rasmussen responded: “We spend most of our time on branding and social media content so we can 

reach out to more people” (Appendix 2), and estimated that they receive 20 calls from customers on 

average per day (Appendix 2). Greenspeak has no budget for marketing and therefore rely on free 

platforms like YouTube, Facebook, and Instagram. YouTube is the only media in which they post 

their podcast Grøn Snak (Green Talk), which has been active since 2014. The YouTube channel has 

accumulated 56,444 views in total. 26,021 of those are on Greenspeaks introduction video, locked on 

their website. If that video is subtracted, Greenspeak has accumulated 30,423 views through 281 

video uploads, which is an average of 108 views per video. 75 videos have more than 100 views, 

while the rest have less than 100 views, and around 75 videos have less than 20 views. In podcast nr. 

53, Greenspeak announced that they would stop developing Grøn Snak, because of declining interest 

and listenings, and they would direct their attention towards Projekt Solstrøm and Greentown instead 

(Greenspeak - Danmarks velgørende teleselskab, 2020). On Facebook, Greenspeak has 7874 likes, 

which is more or less what they have in customers as well. Most of the videos posted on their 

Facebook generate between 100 and 1,000 views. The amount of traction generated through the other 

platforms is unknown. Still, according to Mark Rasmussen, most of their new customers are generated 

through word of mouth, which makes sense with the views and listenings on their content posted on 

social media (Appendix 1).  

In relation to the resource component, in the interviews, the founders explained that it was important 

for them to develop a risk-free business model. In the beginning, the operations of Greenspeak 

required only marketing and sales, which later expanded to customer service. The resources required 

to offer Greenspeaks value proposition are therefore simple and minimalistic since Telenor is 

responsible for the majority of the underlying operations when the customer has committed to the 

services. Therefore, the main resources for running Greenspeak are the workforce, customer service 

equipment, partnerships for NGOs, and equipment for online marketing and content. In regards to 

human capital, the founders have accumulated skills over the six years Greenspeak has been 

operating, especially within sales, customer, and content creation (Appendix 2). 
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The value proposition of Greenspeak consists of several offerings. First of all, Greenspeak is a 

telecommunications company that provides mobile subscription services, which lets the user 

communicate with other users by call, text, or data. They provide this service at one of the cheapest 

rates on the market, thus offering a cheap solution for the price-conscious customer. Furthermore, 

because of Greenspeak’s principles, the services provided are differentiating from any of the other 

players’ services currently on the market. The low max salary, the founder's inability to sell their 

shares for more than they bought them for, and the donation of at least ⅔ of the profits to charities 

decided by customers. Thus, these principles are the foundation of how Greenspeak offers an 

alternative mobile subscription, which can bring value to the customers in other ways, but still with 

the quality and prices of Telenor. They showcase that business can be run differently and that profits 

can be used for good causes instead of dividends to the shareholders and enormous salaries of 

executive management (Appendix 2). 

Greenspeak brands themselves as being transparent, open, and prioritizing customers first, which 

creates a strengthens the customer relationships. The transparency is evident on their website as 

they publish all financial data even though they are not required to do so. Furthermore, the allocation 

of the profit is solely decided by the customers. According to Greenspeak, the majority of 

Greenspeaks customers are buying into the idea that they can make a positive impact on how 

businesses are being managed. Thus it will be nearly impossible for Greenspeak to change its way of 

business. Greenspeak is very active on social media and frequently creates content for Facebook, 

Instagram, and youtube. According to Mark Rasmussen, it has created a unique bond with their 

customers that the people in the social media content are the same that picks up the phone in the 

customer service. The relationship with the customers is more personal compared to the larger players 

in the industry. The relationship with the customers and the sense of community will be further 

analyzed in the social layer (Appendix 2). 

In terms of channels, Greenspeak has a principle to use as little money as possible on branding and 

marketing, which limits their possibilities significantly. They do not use a substantial amount of 

money on ads on Facebook, television, newspapers, or physical advertisement since the money could 

be used for better causes. This probably also explains why their content on social media, have so few 

views/listenings as explained in activities. Greenspeak rely heavily on word of mouth, and through 

physical sales when they go out to social events (Appendix 2). 
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According to Greenspeak, their customer segment consists of people who want to make a positive 

impact on the world. People who want to contribute to good causes and good charities instead of 

CEO´ salaries and stakeholder dividends. They want as many ethical consumers as possible to join, 

which is why they are some of the cheapest on the market, but they don't want people who are only 

choosing them for their price. Those types of customers would most likely switch to Oister, the second 

they got a cheaper offer. When asked directly who Greenspeak’s primary customer was, Marks 

Rasmussen replied: “All of our customers are important. But the majority are women, around 60%, 

and then there is a clear majority of people in the age group of 25 to 40 years old. But our oldest 

customer is 93 years old” (Appendix 2). Thus, the findings indicate a paradox in their customer 

segmentation as they offer low prices but don´t want to attract price-sensitive customers. Mark 

Rasmussen stated that most of Greenspeak’s customers would be willing to pay higher prices because 

they want to support Greenspeak. However, it was unclear if he was able to support that statement 

with relevant research into their customers (Appendix 2).  

Greenspeak’s most significant cost stems from their branding deal with Telenor, as they take up 80% 

of the revenue. Salaries are also a high cost, but lower than most companies due to the principle of 

max salaries of 30.000. New customers are also a cost driver as it cost around 80 DKK to produce 

and deliver the sim card. With a price between 79-129 DKK, Greenspeak will start earning money 

on a new customer after 1-2 months, which is significantly lower than competitors like TDC, who 

spend 500-600 DKK to acquire a new customer. Finally, Greenspeak pays 5.000 a month for their 

office (Appendix 2). 

Greenspeak generate almost all their revenue through their Greenspeak brand providing mobile 

subscriptions. Less than 2.000 DKK a month have been generated by Greenspeaks 2 other initiatives: 

Projekt Solstrøm and Greentown. Besides direct revenue from mobile subscriptions, Greenspeak 

receives a marketing bonus from Telenor of 200 DKK per new customer. According to Mark 

Rasmussen, the direct revenue from customers was used to breakeven while the marketing bonus 

ended up being what was donated to charity (Appendix 2). The analysis of the different components 

is summarized in the table below: 
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Partners 

Telenor, Evercall, 

Cardcoin, and 

different charities.  

Activities 

Sales, customer 

service, partnership 

maintenance, social 

media, and content 

creation.  

Value Proposition 

A cheap mobile 

subscription that 

satisfies the ethical 

needs of the 

customers through 

donations.  

Customer 

Relationship 

A transparent and 

personal relationship 

with the customers, 

creating a unique 

bond. 

Customer Segments 

Ethical consumers. 

The majority are 

women, and between 

25 to 40 years old.  

Resources 

Workforce and 

equipment related to 

customer service, 

sales, and content 

creation. 

Channels 

Advertising primarily 

through social media.  

Costs 

Telenor takes 80% as part of the wholesale agreement, 

while salary and new customers are the additional 

significant costs.  

Revenues 

Revenue from subscriptions, marketing bonuses from 

Telenor, and low amounts of revenue from Projekt 

Solstrøm and Greentown.  

Table 5 - Economic Layer 

5.5.2 Environmental Layer 

Following the economic layer, the analysis will now focus on the environmental benefits and impact 

of Greenspeak, by looking at what goes into the production and usage of the services provided by 

Greenspeak (Joyce & Paquin, 2015). It is important to note that since Greenspeak’s business model 

is based on the wholesale agreement with Telenor, they are not fully responsible for all these activities 

in the environmental layer, as the impact is very much dependent on the activities of Telenor. This 

will also influence the available information, as it was not possible to get in contact with Telenor. 

Like the other layers, this layer consists of nine different components. However, because of the 

scarcity of available information, this layer will be analyzed as a whole, primarily focusing on the 

environmental impact and benefits (Joyce & Paquin, 2015). 

Initially, because of the huge effect, Telenor has on the environmental impact of Greenspeak, the 

analysis will briefly focus on the impact of Telenor Group, which is based on the Telenor Group 

annual report of 2019 (Telenor Group, 2020). Telenor Group’s policy is for all the business units 

seeking to minimize carbon emissions from all the different parts of the operations by minimizing the 

use of energy, water, and raw materials. Furthermore, this also includes sustainable waste 

management to reuse, recycle, and safely dispose of all electronic waste according to the 

internationally recognized standards and regulations. Telenor Group acknowledges that through the 

Internet of Things, there is a great potential to: “cut global carbon emissions, reduce resource 

intensity, stimulate economic growth, and deliver substantial social benefits” (Telenor Group, 2020, 

p. 50). Furthermore, they state that they have created several eco-efficient solutions through 
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partnerships and business initiatives. Some of these initiatives include solar energy solutions and 

enabling smart services with the potential to cut global emissions with Telenor Connexion on its IoT 

platform (Telenor Group, 2020).  

 

Figure 7 - Telenor Group (2020) emission and waste statement. 

The total energy consumption of Telenor Group in 2019 was 3,340 GWH, which is an increase of 9% 

from 2018, but since the data traffic on Telenor’s mobile networks was 51% in the same period, it is 

evident that Telenor Group has become more energy efficient (Telenor Group, 2020). In terms of the 

CO2 emission, the total in 2019 was 1.1 million tonnes, which is also an increase of 9% from 2018. 

The Nordic operations, including Greenspeak, only account for 4% of the emission, which stems from 

car fuel, electricity purchases, and business flights. Most of the emission originates from Telenor’s 

operations in Asia. CO2 emission per customer increased by 1% from 2018 and was 5.9 kg CO2 per 

customer (Telenor Group, 2020). 

Environmental impacts – Telenor Group Environmental Benefits – Telenor Group 

Increase in energy consumption and carbon 

emission from 2018 to 2019. 

Increase in carbon emission per customer from 

2018 to 2019. 

Energy efficiency has increased. 

A decrease in direct carbon emission. 

Installed 500 solar energy solutions in 2019. 

Increase in the recycling of municipal and 

electronic waste. 

Table 6 - Telenor Group's environmental impact and benefits in 2019. 

Telenor Group’s ambition for the Nordic markets going forward is for the business operation to be 

carbon-neutral by 2030, like TDC Group's goal of being carbon-neutral for the entire group in 2030. 

The initiatives to achieve this include: “focusing on energy efficiency measures in network operations, 

purchasing renewable electricity, enabling carbon-neutral transport (including its supply chain), and 

offsetting business flights” (Telenor Group, 2020, p. 51). 
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Greenspeak is dependent on the operation of Telenor Group, and they can benefit from the initiatives 

which can make Greenspeak more sustainable. Besides the impact from Telenor, Greenspeak’s other 

suppliers and partners, Cardcoin, Evercall, and PostNord, do also affect the environmental layer of 

Greenspeak. Their distribution consists primarily of the delivery of sim-cards delivered by PostNord; 

consequently, the next focus will be on the environmental impact and benefits of PostNord, which is 

based on the annual and sustainability report from 2019 (PostNord, 2020). 

PostNord is focusing a lot on integrating 

sustainability in the operations of the 

business, and they have a target of 

reducing the corporate carbon-emission 

by 40% compared to the level of 2009, in 

which they currently have reduced it by 

36% (PostNord, 2020). Some of the 

initiatives include co-operation with the 

industry and online shops by developing 

sustainable solutions, like more efficient 

packaging that uses less air, towards 

achieving the Nordic Swan Ecolabel. 

Other initiatives include developing more 

environmentally friendly solutions for returning packages and introducing new types of vehicles that 

produce less CO2. These initiatives and several others have resulted in PostNord being identified as 

the most sustainable logistics brand in the industry by the Sustainable Brand Index (PostNord, 2020).  

However, PostNord has experienced some challenges, most notably with replacing fossil fuels with 

biofuels in 2019. Consequently, the direct CO2 emissions increased from 2018 to 2019 because of 

the availability of biofuels decreased, and in return, PostNord had to rely more on fossil fuels. 

However, the total fossil-fuel-based CO2 emissions, direct and indirect, did decrease from 2018 to 

2019, because of higher utilization of the capacity in packaging, more energy-efficient buildings, and 

replacing air transport with trains (PostNord, 2020). 

 

 

Figure 8 - PostNord (2020) Emission statement. 
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Environmental impacts – PostNord Environmental Benefits – PostNord 

Increase in Direct CO2 emission from 

2018 to 2019 in fossil fuels and direct 

heating. 

Efficiency has not entirely compensated 

for the increase in volume. 

A decrease in carbon emission from 2009 to 2019. 

Greater capacity utilization. 

More energy-efficient buildings. 

Five hundred journeys by air were eliminated by 

using trains instead, and emission from air transport 

fell 51%. 

One hundred sixty new electric cars were introduced 

in 2019, and now 28% of the fleet is electric. 

Table 7 - PostNord environmental impact and benefits in 2019. 

The impact and benefits of Cardcoin and Evercall are hard to define because of the lack of available 

information, thus why their impact will not be researched in this analysis. However, according to the 

homepage of Cardcoin responsibility, energy efficiency, recycling, and environmentally friendly 

material are all important aspects of their environmental policy. They control their suppliers to ensure 

they are environmentally responsible (Om Cardcoin, n.d.).  

Based on analyzing the partners of Greenspeak, it can, therefore, be argued that even though 

Greenspeak doesn’t have control over many aspects of the value chain since the entire product is 

owned by Telenor, they do benefit from the sustainable actions and improvements made by their 

partners. Ultimately, this led towards Greenspeak maintaining an environmentally friendly company 

profile. In terms of the activities that Greenspeak can influence like the production partners, 

distribution, and sales, Greenspeak has probably done as much as they can with their lack of resources 

to ensure environmentally friendly operations. Having the most sustainable logistics brand handle the 

delivery of products, being PostNord, is also a great way to ensure that sustainability is in focus when 

delivering the sim-cards to the customers. Furthermore, having Cardcoin as the producer of the sim-

cards, who has a clear environmental policy, keeps the sustainability focus aligned with the purpose 

of Greenspeak. Selling through their website, which is CO2 neutral, is also supporting the sustainable 

value-chain of Greenspeak. 

There is always the option of doing more with Greenspeak taking responsibility for the entire value 

chain. Still, since they have a lack of resources, the commitment from the partners towards 

sustainability is satisfactory and aligned with the purpose of Greenspeak. However, there is a risk of 

the partners changing focus. In such cases, Greenspeak’s brand could suffer because of its lack of 
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influence in such a situation, which could ultimately force Greenspeak to change suppliers and 

partners. Furthermore, by not having any control and relying on the actions of Telenor, Cardcoin who 

produces sim cards for many of the other players and PostNord who delivers the sim cards for many 

of the players, Greenspeak’s is not differentiating from the competition, and they will have to 

differentiate on other areas to gain a competitive advantage. How they differentiate is possibly more 

evident in the social layer with how they treat their stakeholders and create social value.  

5.5.3 Social Layer 

The basis of the social layers consists of a stakeholder analysis with the purpose to determine the 

social impact and benefit of Greenspeak, thus analyzing how Greenspeak manages and balances the 

interest of several stakeholders and create social value (Joyce & Paquin, 2015). Like the other layers, 

the social layer consists of 9 components, and the analysis will focus on each one: 

In the local communities’ component, the most important detail is that Greenspeak has formed the 

sustainable trade fair and market Grøn KBH in which customers of Greenspeak and other interested 

people can join during this trade fair every year. The purpose of the fair consists of promoting several 

“green” projects, businesses, and organizations, and in general to promote the greater purpose of a 

sustainable future (Forside Grøn KBH, n.d.). Through this community, Greenspeak can develop and 

maintain the relationships of the people behind the focus areas and the people who are interested in 

supporting them.  

The governance of Greenspeak has been more deeply analyzed in the firm section, in which 

Greenspeak was determined to be the simple structure because of their loose division of labor, 

informal communication, and heavy centralization (Mintzberg, 2009). In general, Greenspeak strives 

towards being very transparent, as previously mentioned, with the fact that they publish their annual 

report and let the customers decide which organization gets the donations for charity (Appendix 1).  

The social perspective on the employees is very insignificant since they are only five employees at 

Greenspeak in total, with two of them working with the other brand Greentown. Four of the 

employees are male, and one is female. All of them are Danish. When asked if they used any resources 

on education programs on themselves, they responded: “Not right now, but I think we will do it in the 

future” (Appendix 2). 

The social value of Greenspeak is deeply integrated into the value proposition and its purpose. Being 

a not-for-profit organization Greenspeak is changing the perception of what a mobile subscription 
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can offer, besides communication between two parts. They offer a direct line of influence for the 

customer on charities that matter to them, which not only satisfies the basic needs of communication 

but also on the level of self-realization (Cherry, 2019). A mobile subscription is a commodity good, 

but through Greenspeak it can be so much more than that, and they can choose to support the charity 

that is most important for them, as stated by Greenspeak on their website:  

“There are a ton of challenges in the world in many different areas. We would like to provide 

the opportunity for you to support the case that you find most important. Consequently, we have 

collected a wide variety of charities, so even though you rather want to support the rain forest, 

animal rights, homeless, children in Africa, or something completely different, you can do it 

through Greenspeak [Trans]” (Støtteprojekter, n.d., paragraph 1). 

The societal culture component concerns the impact that Greenspeak as an organization has on 

society. Through its principles, Greenspeak can influence the expectations of the consumers on 

telecommunications providers. The principles promote a culture of transparency and accountability 

on the internal operations of Greenspeak, and through its donations and partnerships, proactiveness 

is another aspect. This is an important aspect of the motivations behind Greenspeak. As previously 

determined, the founders shared a common belief that the way businesses were run previously was 

something they wanted to change: “Basically, we saw some flaws in the way society is built. 

Especially the incentive structure in relation to money. We have built a world that is built around 

things that are not necessarily good for us or for the planet and nature.” (Appendix 1). However, it 

is important to note that the impact of Greenspeak on society is assumed to be insignificant at this 

point due to their small scale. However, the potential is still significant. 

The Scale of outreach concerns the depth of the relationships with its stakeholders over time, and 

the geographical outreach (Joyce & Paquin, 2015). Since Greenspeak is only situated in Denmark, 

geographical outreach is minimal. However, due to the partnerships with the charities, Greenspeak 

has an increased global impact because of the donations. Still, since Greenspeak does not influence 

the activities of the charities once the donations have been made, the scale of outreach remains 

minimal. The larger players like Telenor Group and TDC Group has a larger impact in such areas 

because of their international outreach and more social programs in their supply chain. The depth of 

the relationship with the customers does benefit from the level of engagement since the customers 

influence the donations. Customers of the other players consider the services simply as a mobile 

subscription, while the Greenspeak customers consider it as something more. 
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The last point is related to the component of end-users, which concerns how the value proposition 

addresses the needs of the user and how it contributes to the customers’ quality of life (Joyce and 

Paquin, 2015). This component is probably one of the most significant factors in what differentiates 

Greenspeak’s from its competitors since a mobile subscription from Greenspeak provides more 

quality of life because of societal benefits. The social value provided to the end-user in the social 

layer is the self-realization need in which the customers believe they are part of a community that is 

doing more and making an actual difference by providing donations to the different charities. 

There were not identified any critical costs in the social impact of Greenspeak’s business model. One 

negative impact could be their lack of investment in their employees since no resources have been 

allocated to educate them further, but then again, it is something they would consider in the future. 

In terms of social benefits, Greenspeak, in their lifetime, has donated roughly 1.2 million DKK to 

charity distributed across 17 different support projects, with the international environment and 

development organization, Forests of the World, receiving the majority of the donations (312,434 

DKK) (Støtteprojekter, n.d.). Furthermore, the relationship with the customers contributes to the 

quality of life by providing a platform to satisfy the self-realization need. A lot of the other players 

in the industry have invested heavily in minimizing their own impact, which can have great societal 

benefits. Many of their initiatives are internally focused, whereas Greenspeak are purely externally 

focused. However, one could argue that the benefits of the initiatives by the big players are way more 

impactful than the benefits of Greenspeak because of differences in scale outreach. Still, the negative 

impacts of the big players are also way bigger social and environmental. The analysis of the different 

components is summarized in the table below: 

Local Communities 

Most prevalent in 

their sustainable trade 

fair and market Grøn 

KBH.  

Governance 

Simple structure, 

loose division of 

labor, informal and 

heavy centralized.  

Social Value 

Change the 

perception of 

mobile 

subscriptions and 

offer customers the 

ability to support 

charities.  

Social culture 

Goal is changing the 

approach to business  

Trough transparency, 

accountability and 

proactiveness. 

   

End-user 

Self-realization need 

can be satisfied 

trough this service, 

and end-user can be 

part of a community.   

Employees 

Five employees, 

predominantly male 

and all are Danish.  

Scale of Outreach 

Insignificant  

Social Impacts 

Insignificant, but could invest more in educating their 

employees.  

Social Benefits 

1.2 million DKK donated to charities and establishing a 

community of likeminded people. 

Table 8 - Social Layer 
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5.5.4 Strategy and Business Model Assessment 

With Greenspeak’s business model established, it will be further analyzed by using the theories of 

Simons (2014), Gans Stern & Wu (2019), Chatterjee (2013), Porter (1980), and O'Brien et al. (2019).  

Simons (2014) emphasized the importance of picking one primary customer and building the business 

around it. Greenspeak have been very clear about what type of customers they see as their primary 

customer; people who share the same principles and values of the company and who wants to make 

a good and sustainable impact on the world. They even go as far as stating they are not interested in 

customers who only choose them for their prices. Furthermore, Greenspeak has realized that they will 

not acquire the entire market but target the niche customers (Appendix 2). Consequently, Greenspeak 

avoids the strategic mistake of not deciding on a primary customer and try to acquire everyone at the 

same time. However, it is one thing to identify your primary customer. It is a whole other thing if you 

are targeting them in the right way (if at all) and have the right strategy to reach them to fulfill the 

company’s potential (Simons, 2014).  

Chatterjee (2013) identified four major business models: Efficiency-based, network efficiency- 

based, perceived value-based, and network value. The network efficiency-based business model is 

designed for e-commerce platforms that facilitate transactions, e.g., eBay, and do not fit Greenspeak 

in any way (Chatterjee, 2013). Thus, it leaves Greenspeak with Efficiency based, value-based, and 

network-based. Greenspeak’s business model does, to some degree, take elements of all three 

business models. Greenspeak is one of the cheapest on the market, which implies efficiency-based. 

They brand themselves as more than a telecommunication company with profits going to charity, 

without people having to pay directly to a charity, which implies perceived value-based. Finally, 

Greenspeak relies heavily on brand ambassadors since they do not allocate money to marketing or 

advertisements. Greenspeak is setting a price like an efficiency-based, branding themselves as 

perceived value-based, and building their advertisement on network value. 

As previously mentioned, Mark Rasmussen explained in the interview that the customers of 

Greenspeak would be willing to pay more than the current prices, because they are supporting a good 

cause and can relate to the values and principles of the business (Appendix 2). Price sensitive 

customers are not the target of Greenspeak. Therefore, it might have been a better strategy to have 

higher prices initially, since the target customers of Greenspeak, most likely, would have paid the 

extra money. Mark Rasmussen argued that they wanted as many people as possible to be able to 

contribute and join their cause. Although this is a noble cause, it would probably have been better to 
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have higher prices to capture more value from a niche market that is willing to pay extra for the cause. 

In the conducted survey, 79% of the respondents were willing to switch to a company like Greenspeak 

if they did not have to pay more than their current mobile subscription (Appendix 4). Thus, based on 

the sample in the survey, Greenspeak could be the choice for more than 50% of the customers in 

Denmark, who are currently paying more for their subscriptions. Therefore, it can be argued that 

Greenspeak could have had prices equal to more established companies like Yousee, Telia, and 

Telenor, instead of pricing on par with low price brand like CBB mobile. Besides the price strategy, 

everything else about Greenspeak is value-based. Chatterjee’s (2013) strategies are comparable to 

Porter's generic strategies (1980), although Porters are better suited for bigger companies. Porter 

(1980) identified that companies need to choose between Cost leadership (compete on price), 

differentiation (compete on what differentiates you from competitors), or focus (price or 

differentiation towards a specific segment). Similar to Chatterjee (2013), he emphasized the need to 

choose between the strategies, and not to be stuck in the middle. Porter (1980) stated that 

differentiation is the opposite of lowering cost, as differentiation will increase the cost. Companies 

can, therefore, not successfully do both cost leadership and differentiation (Porter, 1980). Some 

scholars question porter's theories and states that “stuck in the middle” can be a viable and sustained 

competitive advantage where both cost leadership and differentiation are utilized (Pertusa-ortega et 

al., 2007). 

Challenges can arise when having a hybrid of different business models since the different models 

have their own core objectives, activity systems, and ways of capturing value. As Gans, Stern & Wu 

(2019) identified, it is no easy task to identify the best possible strategy. Still, a company needs to 

leap at some point, knowing the decision could be irreversible. Maybe it would be possible for 

Greenspeak to raise their prices, or maybe it would perceived as disloyal to customers and harmful to 

their integrity. 

Besides offering low prices, Greenspeak has sought to implement a purpose-driven business model, 

where O`Brien et al. (2019) identified several criteria to implement it successfully. O´Brien et al. 

(2019) state that for a business to implement purpose successfully, they need to make purpose the 

core differentiator, and purpose needs to mean something to everyone involved. Finally, the purpose 

is who they are. Furthermore, to demonstrate authenticity, which is key when dealing with purpose, 

Greenspeak needs to follow four different steps as proposed by O’Brien et al. (2019): 
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1. Tell the story and make it impactful: Greenspeak are very vocal about their business and 

its purpose, and deliberately tries to make people choose them for their purpose, not their 

prices.  

2. Walk the walk: Greenspeak has several extreme principles and rules which keep them 

grounded and true to their purpose. Furthermore, they publish balance sheets and owner 

registrations for everyone to see. 

3. Put all humans at the heart of your decision: Greenspeak, its customers, and principles are 

put first in every decision Greenspeak makes, which is the reason why they do not use the 

money on marketing, as the money could be used to help people instead.  

4. Let purpose evolve with the organization and bond its people: Greenspeak seems very set 

on its purpose and how it should be executed. If Greenspeak decided to use the money on 

marketing, they could probably get a lot of new customers very quickly but at a certain price. 

Overall it could lead to more donations, but Greenspeak has, so far, not revisited their purpose 

and principles as they believe it could start a wave of decision that could lead them away from 

their true purpose and ruin their integrity (Appendix 1).  

5.5.5 Concluding remarks on strategy  

Overall, Greenspeak has implemented purpose successfully, as they meet all the criteria. However, 

they might lack on the desire to revisit and reevaluate the way the purpose should be utilized and 

communicated. They have very clearly decided on a primary customer who understands and shares 

the principles and values of the company. However, there is a risk of challenges arising because of 

their hybrid business model. Mixing different business models is a strategic choice that splits scholars 

and experts, as some find it to be damaging to your company (Porter, 1980, Chatterjee 2013), and 

other scholars see it as a way to obtain a competitive advantage (Pertusa-ortega et al., 2007). The 

strategy, including the pros and cons of a hybrid business model, will be discussed further in the 

discussion part of the paper.  
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Chapter 6 - Discussion 
In the discussion of this study, the researchers will integrate the findings collected in the analysis. 

The most critical findings of each category in the analysis will be discussed, while the researchers 

will aim at determining the interdependence amongst the different categories. Then, the researchers 

will discuss the advantages and disadvantages of Greenspeak’s hybrid business model, and lastly, 

compare Greenspeak to other former telecommunications providers who had a similar purpose.  

6.1 The critical findings of each category 

6.1.1 The Shift in Market Needs 

The analysis of the shift in market needs showed an external environment of Greenspeak, which was 

characterized by a stable and efficient political and legal landscape with a low level of corruption. 

Furthermore, the country-specific factors indicated a strong economy and high level of technology, 

while maintaining a good work-life balance and a great standard of living, with the environment 

filling more and more in the public discourse (Appendix 3; MarketLine, 2019a). The external factors 

that are more industry-specific indicate that the wireless telecommunications industry is not as heavily 

regulated as fixed services (Landline and Broadband) (Stensdal, 2017). However, the lack of support 

from the government on the roll-out of 5G has delayed the new technology (Lauring, 2017). 

Furthermore, the EU legislations ensure that the market conditions are fair and equal for all players 

(Breinstrup, 2015).  

The basic needs of the population in Denmark are met, which enables them to reach for higher and 

more complex needs with the desire to do good. Consequently, people, especially millennials and 

Gen Z, are also expecting more from companies (Parkinson, 2018), which opens the opportunity for 

companies to leverage purpose. The eruption of Conscious capitalism is considered the underlying 

premise for companies leveraging purpose (Kowitt, 2015; Anderson, 2015), and together with 

creating shared value (Porter and Kramer, 2011), companies cannot only satisfy the needs of the 

customers they can also achieve higher levels of performance (Schwartz, 2013). However, the 

findings from Wang (2013) indicated some challenges between shareholders and purpose, thus why 

such principles might not work in publicly listed companies where shareholders are the priority, 

indicating a slight advantage to the ownership of Greenspeak when leveraging purpose. Furthermore, 

because of the synergy between capitalism and socialism and the increased influence of sustainability 

and the environment, purpose might work better in Denmark than in other countries (Larsen, 2014).  
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6.1.2 Industry 

The market is very saturated and consists of a zero-sum game, in which the benefits of one competitor 

will be the loss of another competitor (Hirschey and Bentzen, 2014). The most significant entry 

barriers are the supply-side economies of scale, because of 3, Telenor, Telia, and TDC Group all own 

their own network infrastructure. Thus, they offer services more efficiently and cheaper, as well as 

lease access to their networks in order to gain additional revenue streams, which also increases the 

supplier power. New entrants are forces to engage in these wholesale agreements because of the 

substantial amount of capital it would require building a network infrastructure. 

The low consumer switching costs are a significant boost to new entrants, as it negatively affects 

customer loyalty. However, it also increases the power of buyers. Still, because of a weak threat of 

substitutes, the power of buyers is also weakened since the customers’ constant need for a mobile 

subscription and, in general, high mobile engagement forces them on the market (MarketLine, 

2019b).  In general, the rivalry amongst the competitors is high because of the price-focused 

competition that was dominated by a few huge conglomerates that also function as suppliers 

(MarketLine, 2019b). However, since price and quality are the main competitive metrics in the 

industry, it needs differentiation where purpose might be the solution towards increasing customer 

loyalty and become successful in the industry. Thus, insinuating that purpose might be the right way 

forward as a non-network owner since it can change the rather standardized offerings of the current 

industry. However, it might only be a question of when other players will emulate similar principles 

of Greenspeak, thus pushing down the profitability of the industry even further and enhancing the 

standardization of the industry once again. But that might not be a result of Greenspeak not being 

successful, as the question of what success in the case of Greenspeak really is. This point will be 

stressed later in the discussion.  

6.1.3 Founders 

The analysis of the founder’s section provided the researchers with a better understanding of the 

characteristics of the different founders individually and collectively. The career circumstances of the 

founders indicated a lack of skills and know-how within operations, management, entrepreneurship, 

and the industry (Churchill & Lewis, 1983; Wasserman, 2013). Furthermore, they didn’t share the 

characteristics of a typical entrepreneur, by not being a jack-of-all-trades, being risk, and loss-averse 

(Lazear, 2005; Koudstaal et al., 2016). However, the founder’s alignment of values and principles 

boosts their happiness, loyalty, and ability to perform (Holloway, 2017). Additionally, because they 

were considered specialist within customer service, marketing, and communication they have 
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managed to align the different tensions which can arise when founding as a team while contributing 

with valuable knowledge to the operations of the firm. Consequently, the relationship, division of 

labor, and alignment of rewards were straightforward and easy and might ensure long term stability 

for the founding team and Greenspeak (Wasserman, 2013).  

6.1.4 Firm 

The findings from the analysis of the firm category indicated that Greenspeak resembled the simple 

structure in which the strategic apex is the key area of the business. The strategic apex of Greenspeak 

lacked experience with management and operations, thus increasing the risk of wrongful decision 

making which evidently can harm Greenspeak, which might be the reason why they have not grown 

bigger yet (Mintzberg, 2009). The nature of simple structure could prove to be a significant advantage 

when leveraging purpose since larger corporations would have to invest resources and time in 

reassessing its values throughout its business, and they have to cater to several different stakeholders. 

Hence why the likes of TDC Group do not promote their current sustainability initiatives because of 

the fear of appearing to be greenwashing and receive a backlash (Kramer, 2018). Furthermore, the 

ownership of Greenspeak is another advantage since their actions are not affected by the opinions of 

shareholders (Wang, 2013). 

Analyzing if Greenspeak’s possess a sustained competitive advantage, only one resource was 

determined to have to potential to do so. The principles and values enable them to forge a business 

model that differentiates from the current competitors. However, since there were no barriers towards 

imitating the values and principles of Greenspeak as a new entrant, the resource only provides 

Greenspeak with a temporary competitive advantage. 

6.1.5 Strategy 

In the last category, the researchers analyzed the business model of Greenspeak with the TLMBC 

(Joyce & Paquin, 2015). The holistic view of Greenspeak indicates a business that focuses on 

minimizing costs and nurture the customer relationship by creating a community who in turn, has an 

influence on the social benefits of Greenspeak. Thus, the findings indicate that Greenspeak strategic 

actions resemble different business models, since everything is value-based besides the prices, thus 

insinuating a hybrid business model. The price-setting strategy is efficiency-based, while they brand 

themselves as perceived value-based, and building their advertisement on network value. The primary 

customer of Greenspeak are people whose values and principles align with the business. Thus, they 

want their money used to change the world positively instead of providing towards shareholders and 
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CEOs. In terms of implementing a purpose-driven business model, Greenspeak has successfully 

followed the guidelines of O’Brien et al. (2019). However, according to Porter (2008) and Chatterjee 

(2013), achieving a competitive advantage using a hybrid business model is severely difficult to 

implement. Thus, further discussion is needed to establish if Greenspeak is setting the right price, and 

if it makes sense to mix different business models into a hybrid to gain a competitive advantage 

(Pertusa-ortega et al., 2007).  

6.2 Interdependence of the different categories 

During the thematic coding process and the analysis of each category, the researchers discovered a 

significant interplay of the different categories as they collectively played a huge part in Greenspeak’s 

founding, operation, and success. Thus, in this section, the researchers will reflect on how the factors 

affect each other. 

The shift in market needs, industry, and founders’ categories are all constituted as factors that had an 

initial influence before and during the founding of Greenspeak. The implications from the shift in 

market needs have influenced the dynamics of the industry and the circumstances of the founders 

directly through rules and regulations, but also indirectly through the collective synergies between 

the purpose related factors of the external environment; basic needs are met, conscious capitalism and 

the Nordic model. Furthermore, one could argue that the industry might influence the shift in the 

market needs category, especially in the political environment, through lobbying in hopes of pushing 

favorable regulations for themselves. However, none of the empirical data supports this. 

Founders are influenced by the dynamics of the industry, especially through the nature of the 

incumbents since the motivation behind Greenspeak rose from a personal mission showing how a 

business can be run differently, with a purpose. Additionally, the subscription-based nature of the 

industry was the main reason why the researchers chose to engage in this market. Consequently, these 

initial factors influence the development of the firm and strategy of Greenspeak, as the Industry, a 

shift in market needs, and the implicating characteristics of the founders will have to be considered.  

The founder’s category influences the strategy and firm category since the circumstances of the 

founders will have a direct influence on how well they develop the structure and strategy. This is 

substantiated by the findings of Kraaijenbrink et al. (2010), who argues that the resources are not 

generating the sustained competitive advantage. Still, it is the managerial capabilities of exploiting 

and integrating those resources that generate a competitive advantage. Thus, the importance of the 
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circumstances of the founders is very critical, as they determine how well Greenspeak can exploit the 

resources determined in the firm category. 

Furthermore, this also indicates a relation between the firm and strategy category, and the researchers 

debated if these categories should be merged into one primarily focusing on the internal aspects of 

Greenspeak in which the structure, resources, and strategy would be analyzed as part of one category. 

Since the findings of the last two categories have different implications of how well purpose has been 

applied by Greenspeak and its competitive advantage, the researchers chose to keep them separated, 

but with the acknowledgment of the dynamic relationship of the two in mind. “Structure follows 

strategy” might fit well in this case, since the strategic choice of engaging in a brand agreement with 

Telenor left almost no responsibility on Greenspeak’s side of the deal, apart from marketing and sales. 

Thus, Greenspeak could maintain a simple structure. But then again, how the resources, capabilities, 

and functions performed as aligned by the structure will inherently influence the strategy of 

Greenspeak, since it constrains how fast and on which level they can switch into a different direction, 

which insinuates a dynamic relationship between the two where structure and strategy work together 

(Jenkins, 2017). 

The interplay amongst the different categories is illustrated in the figure below. The different numbers 

represent the flows of influence between the different categories. Number one is the influence shift 

in market needs has on the industry and founders. Number two is the potential influence the industry 

has on the shift in the market’s needs, from lobbying. Number three is the market circumstances of 

the founders, which are influenced by the dynamics of the industry. Number four is the collective 

influence the shift in market needs, the industry, and the founders have on the firm and strategy of 

Greenspeak. Number five represents the dynamic relationship between the firm and the strategy, 

while number six finally illustrates how the structure, resources, and strategy influence Greenspeak’s 

competitive advantage and success. Ultimately, the findings of the analysis indicate that Greenspeak 

only has a temporary competitive advantage, but, then again, later in the discussion, the researchers 

will touch upon what can genuinely be constituted as a success for Greenspeak.  
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Figure 9 - Interdependence amongst the different categories. 

6.3 The challenges and advantages of a hybrid business model 

As mentioned in the strategy analysis section, it was identified that Greenspeak had established a 

business model, which does not align with Chatterjee´s (2013) identification of business models, or 

Porter's (1980) generic strategies. The price-setting strategy is efficiency-based, while they brand 

themselves as perceived value-based, and build their advertisement on network value. Both Chatterjee 

(2013) and porter (1980) emphasize the importance of sticking to one business model to satisfy the 

needs of your primary customer and consequently fulfill the potential of your business.  

It can be argued that Greenspeak does not fail in targeting their primary customer when setting their 

prices low, but they are not exploiting their primary customer to the fullest. The conducted survey 

showed that 79% of people would switch to a company like Greenspeak if it were cheaper or the same 

price as their current provider (Appendix 4). With only very few companies offering cheaper services 

than Greenspeak, and the majority of the market consisting of similar or more expensive services, the 

findings of the survey indicate that Greenspeak could have charged higher prices and still gained the 

same amount of customers (Appendix 4). This is substantiated by the findings of the interview, in 

which Greenspeak stated that their current portfolio of customers would not mind paying more. 
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Setting your price low, when targeting customers with low price sensitivity, might not be the optimal 

way of utilizing them. The people who pick Greenspeak believe in their principles and values, hence 

why they are less price sensitive. However, in a later interview with Simon Agger of Vimobil, he 

disagreed with this statement, as he believed a mobile subscription is a commodity good and having 

a purpose doesn’t affect the price sensitivity of the customers (Appendix 6).   

The perceived value business model has the potential to become a network business model when a 

high number of ambassadors appear so loyal that they become the primary driver for new customers 

in terms of word of mouth and branding (Chatterjee, 2013). Greenspeak has achieved this but did, 

from the beginning, put their trust in word of mouth. Hence, they acted as if they had already achieved 

a network of ambassadors, which could sufficiently brand the company. It could, however, be argued 

that Greenspeak today has a large enough customer base that the network effect truly is starting to 

benefit.  Then again, looking at other successful entrants in the Danish telecommunications industry, 

it is evident that marketing is essential to grow fast, and having a network value might not be the best 

initial strategy.  

Looking at Greenspeak’s decisions from a different perspective, it has previously been stated by 

Frank Rasmussen (founder of Telmore, Bibob, Justfone) that people do not care about CSR, 

sustainability, or purpose in this industry. The only thing people care about is price, data, and service. 

People's ability to use their phone is such a big part of people's lives that they do not want to 

compromise it in any way (Appendix 9). There is a possibility that the consumers in this industry 

rather want to donate directly to the charities instead of having to go through a complicated process 

of switching to another service provider.   

The dynamics of the industry indicated that there was a need for differentiation, but a purpose might 

not be the answer. Mark Rasmussen stated that it seemed like a common thing that people liked 

Greenspeak and their idea but that it could take years for them to switch if they ever managed to do 

so (Appendix 1). Perhaps, the only way to persuade people to join Greenspeak’s cause is by having 

low prices, which is the leading competitive aspect of this industry. In this scenario, a hybrid business 

model is logical as Greenspeak differentiates itself enough from competitors trough purpose while 

maintaining its ability to compete on price. But in the end, different business models fit different 

success criteria.  

What exactly are the success criteria for Greenspeak? As previously mentioned, one of the motivating 

factors behind founding Greenspeak was to change the way people do business. Thus, if a scenario 
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erupted in which new entrants or incumbents imitated Greenspeak’s business model, that would not 

be a bad thing, according to Mark Rasmussen (Appendix 1). However, when building a business 

model, there are often fundamental differences depending on the end goal. Do they want to grow fast 

or maximize profits? If Greenspeak’s goal was to influence the incumbent towards incorporating 

more sustainable and purpose-driven initiatives into their business model, they should probably have 

stuck with low prices and focus more on marketing to have a larger impact. If the goal was to 

maximize profits (donations) but grow organically through word of mouth and limited money, 

Greenspeak most likely should have started with higher prices, as their targeted customer are not price 

sensitive. Either way, Greenspeak has only been able to capture 8.000 customers in 8 years.  

One psychological consideration that could have contributed to Greenspeak’s slow growth could be 

the intention-behavior gap, which is the misalignment of ethical intentions into actual behavior 

(Carrington et al., 2014). Although the shift in market needs indicated a demand for more 

sustainability and better business ethics, it is not easy to bridge the gap between consumers’ intentions 

and their actual buying behavior. In the UK, a report showed that 89% of UK consumers stated they 

had ethical issues concerns, 30% converted concerns into actual intentions, and only 3% ended up 

buying ethical products (Carrington et al., 2014). The reason for this is not determined academically. 

Still, Carrington et al. (2014) suggested that people with ethical intentions tend to prioritize ethical 

concerns into primary and secondary concerns and embed one or two new ethical concerns at a time. 

People have a long list of things ethical considerations, which can seem overwhelming to change all 

of them immediately (Carrington et al., 2014). Secondary concerns tend to be forgotten and will rarely 

bridge the gap from intention. Looking into Green Speaks Financials, approximately 400,000 DKK. 

was donated to charity in 2019. 400.000 (donations) divided by 8.000 (customers) equals 50 DKK 

per customer. Hence, the financial data reveal that Greenspeak’s customer “donated” 50 DKK a year 

to charity in 2019 and even less in the years prior (Proff, n.d.) People individually prioritize in primary 

and secondary ethical concerns. Still, it could be suggested that the effort of changing mobile 

providers to support a company with a yearly impact of 50 DKK in donation per customer, could 

make people prioritize other ethical concerns. Overall, the fact that only 3% of people with ethical 

intentions act on their intentions, which then is divided into primary and secondary concerns, might 

provide another explanation as to why Greenspeak has had an insignificant growth so far (Carrington 

et al., 2014). 

As previously mentioned, Greenspeak has built its business around its principles, which differentiates 

them from their competitors. However, the fact that Greenspeak uses Telenor’s infrastructure as part 
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of a brand agreement, thereby, actually selling a Telenor product, means that they are not more 

sustainable than their competitors. A recent study showed that trust in charities is decreasing because 

of a perceived lack of accountability. It could be argued that another reason to be ranked as a 

secondary ethical concern could be the fact that Greenspeak’s own business is not more sustainable 

than their competitors, but that they rely on charities, which have decreasing trust levels (Yang & 

Northcott, 2019). Thus, it can be argued that several factors push people to categorize switching to a 

“sustainable telecommunications company” as a secondary ethical concern. The different factors are 

summarized below:  

1. Looking over the factors, Greenspeak is not sustainable but rely on charities. Furthermore, it 

was stated that Greenspeak does not check or control how the money is used by the charities 

after the donation (Appendix 1). 

2. Due to 80% of the revenue going to Telenor, the cost of running Greenspeak, and starting new 

business ventures with Projekt Solstrøm and Greentown, Greenspeak has only been able to 

donate 50 DKK or less per customer per year (Appendix 1). 

3. Charities have decreasing levels of trust due to a perception of a lack of accountability (Yang 

& Northcott, 2019).  

6.4 Comparison to Vimobil, Lokaltelefonen and Merkur.  

In the latter stages of the study, the researchers interviewed the former founder, Simon Agger, of a 

similar telecommunications company called Vimobil. Vimobil was established in 2015 by three 

founders and acquired roughly 2500 customers in the 1,5 years of lifespan before it was sold to TDC. 

The focus of the interview included the founder's perspective on the industry, the players, and 

Greenspeak (Appendix 6). 

Vimobil shared many similarities to Greenspeak by having a donation-based business model where 

8-12 % of the money from the subscription was donated to charities that the customers decided on. 

Usually, telecommunications providers use roughly 8-12% on marketing, thus why Vimobil wanted 

to use an equal amount on donations as their way of advertising through partnerships with NGOs. 

However, complications concerning lack of support from TDC, who owned their network, and the 

NGOs not living up their part of the marketing agreements, forced the founders of Vimobil to sell the 

company to TDC (Appendix 6). 

Simon Agger was asked questions from the discussion part of the paper, as his opinion on how to run 

a charity-based telecom company, could give some insights into the conclusion and managerial 
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implications. First, he was asked if Greenspeak could have built the business model on a pure 

perceived value business model, where the prices would be higher than what they currently are 

pricing. Simon Agger believed that the Danish telecom industry is commodity-based, where 

customers expect more value if they must pay higher prices. He stated that donating money to charity 

is not perceived as getting more value from a customer perspective, which forces Greenspeak to be 

cheaper than most competitors to remain competitive. Furthermore, he partly agreed with Frank 

Rasmussen's statement that people do not care about sustainability and purpose in this industry, but 

only about price, product, and service. People primarily pick their provider in terms of their price, 

product, and service, but having a charity based telecom could be what differentiates you from the 

others when you already have matched them in terms of price, product, and service (Appendix 6). 

In terms of the intentions - behavior gap, Simon Agger agreed that there is a convenience hurdle that 

needs to be overcome, as switching mobile subscriptions provider, does require a certain amount of 

commitment from the customer. However, he did not agree with Greenspeak’s donation being too 

low to persuade people, or that they should focus on making themselves sustainable, before donating 

to external partners. The hurdle of switching providers will, however, be made a lot easier and 

convenient when e-sim cards will substitute the current sim cards (Appendix 6). 

The researcher asked what he would have done differently if he founded Vimobil today. His main 

concerns were to focus on a more dynamic partnership with the network owner. He stressed the 

importance of partnering with a supplier who understands the value in this type of business so that 

they would not run into the same challenges as with TDC. Then he would make sure to acquire a lot 

more initial capital towards advertisement to build the customer base quicker since the customers are 

more loyal than to the other brands when first acquired. Lastly, he would attempt at building a 

platform that offered a bundle of different services and not just mobile subscriptions (Appendix 6). 

Lokaltelefonen was built on a similar idea as Vimobil and donated 10% of the revenue from the 

subscriptions to associations and NGOs that the customers themselves could add to Lokaltelefonen’s 

platform. The projects could also be the local football club and not only NGOs. The researchers 

interviewed the founder of Lokaltelefonen, Steen Søndergaard, by email. The Email correspondence 

was brief and short, but two important statements are important to emphasize. Steen Søndergaard 

identified the market for a purpose-driven charity-based telecom business, as small and insignificant, 

but if you wanted to penetrate it, you would need significant investments. Steen Syndergaard’s 
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statements hence align well with Simon Agger on the necessity of capital, but not necessarily on the 

potential of the market (Appendix 7).  

Finally, Merkur Andelskasse was approached, to see if there was any alignment in how to run a 

purpose-driven bank and a purpose-driven telecom company. The researchers are aware of the 

challenges that arise when comparing two companies from separate industries.  Nevertheless, Merkur 

has been able to build a relatively successful purpose-driven business in an industry dominated by 

large and exceptionally capital strong competitors, and in an industry where the offered service is an 

integrated part of every single person’s life in Denmark (Appendix 8).  

Like Greenspeak, Merkur has been able to penetrate the market built on similar principles and 

targeting ethical consumers. However, they only have 35,000 customers, and it has taken Merkur 

roughly 40 years to get to this point (appendix 8). Furthermore, after the Danske Bank money 

laundering scandal in 2018, where it was identified that large amounts of money were laundered 

through their Estonian branch, only 4,000 customers decided to switch to Merkur that year (Merkur 

Andelskasse, 2020). Although a vast amount of people condemned Danske bank after the financial 

crisis in 2008 and the scandal in 2018, only a few people decided to leave them. People seem to care 

more about dividends, interest, and service than ethical concerns (Sindberg, 2018). Although the two 

industries are different, both are saturated markets and consists of critical services to people in 

modern-day Denmark. Maybe purpose-driven businesses are a niche market for now, which to some 

degree, makes Greenspeak´s 8,000 customers seem relatively appropriate for a company that has been 

active for six years.  
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Chapter 7 – Conclusion, Recommendation and Managerial Implications 

7.1 Conclusion 

Greenspeak was established in 2014 as a purpose-driven telecommunications provider that donates 

as much of its profits as possible. After six years of operating, it has captured 8.000 customers and 

has donated more than 1. Million DKK. All three founders are now full time employed, and 

Greenspeak has been able to move into new markets with Projekt Solstrøm and Greentown. The 

founders have created a financially sustainable business that generates profits and fulfills its purpose. 

The purpose of the paper was to determine how successfully the founders have been at implementing 

a purpose-driven business model as a penetration strategy into the Danish B2C wireless 

telecommunications industry. The analytical framework consisted of looking into several aspects that 

have influenced the Greenspeak today and in the past. Through coding, it was identified that 

Greenspeak’s success was affected by the abilities and experience of the founders, the industry, the 

market demand, and Greenspeak’s structure, resources, and finally, strategy. Overall, they have all 

laid out different paths and opportunities for Greenspeak, which would generate different amounts of 

success.  

Initially, the researchers identified a shift in the market needs, which could benefit businesses in 

Denmark seeking to build more ethical and purpose-driven businesses, especially, because of its high 

standard of living and the fundamentals of the Nordic model, in which purpose has good conditions 

for success. Furthermore, the dynamics of the industry indicate a market in need for differentiation, 

as the competition is dominated by huge conglomerates, which have shifted the focus of competition 

towards price and quality. The huge conglomerates have a significant advantage as they can benefit 

from economies of scale through owning their network infrastructures. Then, the researchers 

identified that the founders had some specific skills and experience, which benefitted them in 

founding, but they lacked experience in business, strategy, and entrepreneurship. Consequently, these 

lacks of skills would prove to be highly influential in the way they would build their firm, strategy, 

and business model.  

It could, to some degree, be concluded that Greenspeak has not been as successful as the external 

factors allowed them to be. The lack of managerial capabilities resulted in a business model with a 

small profit margin from their primary customer segment, who undoubtedly are willing to pay more 

than what Greenspeak is asking. From this standpoint, Greenspeak is only moderately successful and 

have not been able to maximize their potential. With that being said, it has also been stated by industry 
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heavyweights that Purpose-driven businesses have no place in the Danish Telecom industry, as people 

only care about price, product, and service. Furthermore, it was identified that there is a huge gap 

between ethical intentions and acting on those intentions, which puts a different perspective on the 

potential of Greenspeak. From this perspective, Greenspeak is successful in the sense that they are 

achieving constant growth every year and have been able to persuade people that their cause is worthy 

of their ethical concerns. This is achieved even though trust in charities is decreasing, and the amount 

per customer that Greenspeak is donating is a relatively low amount of money compared to their 

overall revenue.  

Many entrepreneurs over the years have emphasized the importance of the founders and not the idea 

itself. A good idea is only a small part of the success; the rest comes with the execution. A sustainable 

and ethical business is often a good foundation to build from, but it requires the right abilities from 

the founders to exploit and execute on that potential; otherwise, it is worthless. As previously 

mentioned, Grant argues it is not resources themselves that generate a competitive advantage, but the 

managerial capabilities to integrate those resources (Kraaijenbrink et al., 2010). The potential is out 

there for the taking, but it requires extraordinary managerial capabilities to persuade people that your 

business is worth their concern. And the findings of the study suggest that Greenspeak might not have 

succeeded yet on this parameter, thus leading to the recommendations and managerial implications 

in the next section.  

7.2 Recommendation and managerial implications 

The principles of Greenspeak is what differentiates themselves from the rest of the players in the 

industry, but they are also a massive constraint in terms of growth since the profit they generate will 

not be reinvested in the company or in marketing. They focus on organic growth through word-of-

mouth and social media, hence why their presence in the market is limited.  

The researchers of this study recommend that Greenspeak should compromise on one of their 

principles, the donation of the majority of the profit. If they would lower that amount and reinvest 

more in marketing to increase their awareness and presence in the market, they might be able to grow 

faster. The conducted survey indicated that people were interested in switching to a service like 

Greenspeak’s, but they have not heard about them before. By comprising their amount of donation, 

short-term will increase the likelihood of having a greater impact long-term. This might not provide 

a solution for the gap between the intentions and actions of ethical consumers but reaching out to 

more potential customers might still increase the likelihood of obtaining more customers. 
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Nevertheless, the findings of the study suggest that people are interested in this service and are, to a 

certain point, willing to switch, but they aren't aware of the service provided by Greenspeak, which 

is the largest challenge of Greenspeak. Thus, comprising the level of donations towards investing 

more in marketing might be the solution for Greenspeak to increase their presence and make a more 

significant impact in the long run towards becoming successful.  
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Appendices  

Appendix 1 – First interview with Greenspeak 

Transcription of the interview conducted on the 23rd of January 2020. Present at the interview was 

Søren Falch Kruse, Joachim Barslev and head of communications at Greenspeak, Mark Rasmussen.  

Appendix uploaded in Digital Exam separately. 
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Appendix 2 – Second interview with Greenspeak 

Transcription of the interview conducted on the 11th of March 2020. Present at the interview was 

Søren Falch Kruse, Joachim Barslev, and head of communications at Greenspeak, Mark Rasmussen.  

Appendix uploaded in Digital Exam separately. 
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Appendix 3 – Interview with TDC Group 

Transcription of the interview conducted on the 24th of February 2020. Present at the interview was 

Søren Falch Kruse, Joachim Barslev, and head of CSR at TDC Group, Emilie Wedell-Wedellsborg.  

Appendix uploaded in Digital Exam separately. 
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Appendix 4 – Results from the survey 
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Appendix 5 – Interview with Oikos 

Transcription of the interview conducted on the 26th of March 2020. Present at the interview was 

Søren Falch Kruse and President of Oikos, Julia Köhler.  

1. Who are you, and why are you part of Oikos? 

I am a master's student at CBS and currently, president at Oikos Copenhagen, since I am intrinsically 

motivated towards the topic of sustainability and believe our society needs a system shift, this also 

applies to the way business schools are educating their students currently. 

2. How old is Oikos Copenhagen, and how many members do Oikos have? 

Oikos Copenhagen was founded in 2012 and currently has 50 active members and around 300 inactive 

supporters in the Oikos family 

3. Why are people members of Oikos (or participate in your events)? 

This cannot be generalized, but as far as I can see, because they share an interest in how to change 

the world for the better and how to contribute to positive changes in our world. 

4. Do you think business student´s mindset have changed towards more sustainable 

business?  

I think are currently seeing an acceleration of this mindset shift towards sustainability and post-

materialistic values and away from business-as-usual. I cannot say if students are more interested in 

it because it gains traction, also within businesses, since they have to comply with certain 

sustainability measures or because they truly believe we need to take significant steps to save our 

ecosystem. Speaking about my network, the people have by now understood the science and the 

urgency of the problem and are willing to sacrifice big money and prestigious positions for a 

purposeful job. 

5. Do you see a difference between Oikos members and “normal” CBS students? 

We share one same interest and probably problematize the topic more often. Therefore, Oikos 

Copenhagen members might be more likely to aim at a ‘purposeful’ job for the environment and 

society. Other than that, Oikos Copenhagen members do not differ significantly from ‘normal’ CBS 

students. 
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Appendix 6 – Interview with Simon Agger, Vimobil.  

Transcription of the interview conducted on the 17th of April 2020. Present at the interview was Søren 

Falch Kruse, and the founder of Vimobil, Simon Agger.  

Appendix uploaded in Digital Exam separately. 
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Appendix 7 – Correspondence with Steen Søndergaard, Lokaltelefonen.  

E-mail correspondence with Steen Søndergaard, founder of Lokaltelefonen, translated from Danish 

to English.  

The questions were the following:  

1. What is your background and what was your role at Lokaltelefonen 

2. When did you found Lokaltefonen, and what was the initial concept? 

3. How did you perform? (Growth and financial results? 

4. What were the terms of the wholesale agreement with TDC Group? 

5. What were your strengths and weaknesses as founders, and did you have any experience with 

entrepreneurship before founding Lokaltelefonen? 

6. You later sold the company to UnoTel. Why? 

7. How big do you think the market is for charitable telecommunications providers? 

8. Do you know Greenspeak? 

9. If you started a charitable telecommunications company today, what would you have done 

differently? 

Steen Søndersgaard thought that the questions were too specific and could only provide the following 

answers:  

1. Founder 

2. 2014, provide support to the local communities through clubs and unions.  

3. Customer development went well, but the finances were negative.  

4. Reasonable 

5. No previous experience 

6. We sold it to TDC, who then put it under the UnoTel brand.  

7. Small and insignificant.  

8. No.  

9. I would pretty much do the same, perhaps secure more capital towards investments.  
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Appendix 8 – Interview with Merkur Andelskasse.   

Transcription of the interview conducted on the 29h of January 2020. Present at the interview was 

Søren Falch Kruse, Joachim Barslev, and the head of business customers at Merkur Andelskasse, 

Claus Skytt.  

Appendix uploaded in Digital Exam separately. 
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Appendix 9 – Interview with Frank Rasmussen.   

Transcription of an interview conducted on the 18th of April 2018, as part of a bachelor project. Thus 

it will be constituted as second-hand data. Present at the interview was Søren Falch Kruse, Joachim 

Barslev, Martin Karlsen, and the founder of Telmore and Bibob, Frank Rasmussen.  

Appendix uploaded in Digital Exam separately. 

 


