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Abstract 

Boot Camp‟s history and structure is explored as well as the Icelandic and Danish 

market. The thesis explores theories of internationalization, different forms of entry 

modes, and competitive resources in the case of Boot Camp. Boot Camp has recently 

started its pathway of internationalization but no other Icelandic fitness company to the 

researcher‟s knowledge has successfully managed to internationalize. The international 

name of Boot Camp was changed to Budz Boot Camp when they started the 

internationalization process. There may be different motives behind a company‟s 

internationalization and different theories for choosing which market to enter. The 

theoretical chapter gives an overview of different theories of internationalization and 

entry modes which were thought to be appropriate to the case of Boot Camp, as well as 

exploring in-depth the resource-based view which is the main theoretical base for the 

analysis. Internationalization theories vary between countries and evolve through the 

company‟s experience. Findings of this research include that there seem to be consumer 

similarities in Iceland and Denmark and the competitive advantages identified are 

similar for Boot Camp in Iceland and Budz Boot Camp in Denmark. The main 

conclusion is that internationalization is a viable option for Boot Camp. The concept of 

Boot Camp is a niche differentiation which is also one of the characteristics identified in 

Óladóttir‟s (2009) research about internationalization of Icelandic companies. If those 

resources that provide competitive advantage are not fully exploited it could lead to a 

failure of the operation. 

 

 

Key words: Internationalization, franchising, resource-based view, fitness industry, 

Denmark, qualitative research, Boot Camp. 
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1 Introduction 

Boot Camp is a fitness company with a unique exercise concept and has been operating 

since 2004. Only 20 people signed up for the first course but today seven years later 

over 1.000 people are members of Boot Camp in Reykjavík, six branches are operating 

outside of Reykjavík, they‟ve published two exercise books, and they‟ve just taken their 

first step in internationalization towards Denmark. It seems that they have been 

successful. The fitness industry is continually evolving and exercise trends are 

changing. CrossFit is becoming a popular exercise concept in Iceland as today at least 

nine fitness companies in Iceland offer CrossFit courses (Hilmarsdóttir, 2011). CrossFit 

is similar to Boot Camp as the exercises are based on strength and endurance, they 

involve for example Olympic weight lifting, running, and knee squats with weights 

(CrossFit BC, n. d.). Annie Mist Þórisdóttir, an Icelandic athlete, coaches CrossFit at 

Boot Camp Iceland and won the woman‟s European finals and world championship in 

CrossFit 2011. According to Arnaldur Birgir Konráðsson, one of the owners of Boot 

Camp Iceland, CrossFit and Boot Camp gained a lot of publicity following Annie‟s 

success in 2011. 

Boot Camp has been using franchising to expand their business and is using this 

same method to internationalize. Although Boot Camp seems to be operating 

successfully in Iceland it does not mean that it would be successful in Denmark or any 

other country. Is the concept of Boot Camp only successful in Iceland or is it a niche 

which could also work in other countries like Denmark where Boot Camp has recently 

started to operate? 

1.1 Choice of research topic 

The researcher signed up for a Boot Camp course in September 2010, after having 

trained alone by their first book for some time, after her friend and a current coach at 

Boot Camp who encouraged the researcher to join Boot Camp. The exercises were hard 

but fun and offered weekly improvements on the researcher‟s own strength. The 

atmosphere at Boot Camp was so unique and inspiring that the researcher wanted to 

learn more about the company. When the researcher had been training at Boot Camp for 

a few weeks the researcher got the idea to somehow involve Boot Camp to her master‟s 

thesis. The researcher felt that Boot Camp had been able to create a community based 

on an exercise concept and wanted to explore which factors were contributing to the 
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atmosphere at Boot Camp that differentiates it from its competitors. The researcher 

wanted to perform a research on Boot Camp by applying the knowledge she had gained 

during her master‟s program. The researcher approached Arnaldur Birgir Konráðsson, 

one of Boot Camp‟s owners, and told him about the idea and asked for their 

cooperation. His answers were positive and the thesis subject interested him. During the 

spring 2011 the researcher stayed in Austria for one semester as an exchange student. At 

that time the researcher received exercises from Boot Camp and practiced it with people 

from Austria, Trinidad and Tobago, Portugal, and Czech Republic. They all liked the 

exercise concept which suggested that internationalization might be possible for Boot 

Camp. The researcher started working on the idea of doing a research about Boot 

Camp‟s internationalization not knowing at that time about their current plans entering 

Denmark. 

1.2 Main goals and Research Questions 

The researcher‟s main goals are to explore Boot Camp‟s possibilities for 

internationalization, explore their image, and find the company‟s competitive 

advantages and how they can be enhanced.  Theories of internationalization are 

explored, the company culture is reviewed, PEST analysis is performed, and different 

forms of entry mode are reflected on. The research is intended to summarize the 

experiences and attitudes of owners, employees and practitioners at Boot Camp in 

Iceland and Denmark to provide ideas about the competitive position of the company. 

The aim of the research is to find resources within the company which could sustain or 

increase the competitive advantage domestically and internationally. 

The main goals of the research are to explore Boot Camp‟s possibility for 

internationalization, to explore its image (mainly from the customers inside) both in 

Iceland and in Denmark, and finally to identify the competitive resources of the 

companies in order for them to be enhanced and exploited properly. 

 

The main research question is: 

“Is internationalization a viable option for Boot Camp?” 

And the sub-questions are: 

“How is Boot Camp’s image among practitioners and coaches of Boot Camp?” 

“Which are Boot Camp’s main competitive resources?” 
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1.3 Methodology 

Methodology involves collecting data by acknowledged methods. This research is based 

on qualitative research methods. Qualitative research involves for example conducting 

interviews with people who have knowledge within a certain field and conducting a 

participation study. Qualitative research does not approach the subject in the same way 

as quantitative research does. Hollensen (2011) describes qualitative research as the 

following: “The objective of qualitative research is to give a holistic view of the 

research problem and to gain initial and qualitative understanding of the underlying 

motives and reasons” (p. 181). Qualitative research methods are usually unstructured 

measurement approaches that allow a full range of possible answers. Qualitative 

research can be useful for exploring consumers‟ perceptions of brands and/or products 

(Kotler & Keller, 2006). The qualitative research method often uses semi-standard 

questions and is furthermore used to explore attitudes, feelings, and motivations for a 

certain product or a service (Gates & McDaniel, 2008). It is impossible to gather 

individual knowledge and attitudes unless the individual defines and describes it himself 

for the researcher. Therefore the results of qualitative researches are unique for every 

research (Kvale, 1996). Qualitative researchers try to reconstruct reality as the 

participants they are studying see it, mainly the goal is to understand the participants 

from their point of view (McMillian, 2000). International business is believed to require 

more exploratory and theory-generating research rather than empirical testing. 

Qualitative research furthermore offers deeper cross-cultural understanding (Marschan-

Piekkari &Welch, 2004). Peterson (2004) states that qualitative methods, such as 

interviews and grounded theory, would add to the understanding of international 

management, while at the same time being a cross-validation of quantitative insights. 

This form of qualitative method is used to connect the theoretical chapter with the 

execution of the actual research. The questions which the interviewees were asked can 

be seen in the appendix. 

1.3.1 Interviews 

The researcher interviewed 11 persons in total within Boot Camp in Iceland and Budz 

Boot Camp in Denmark. All of the interviews regarding Boot Camp in Iceland were 

conducted face-to-face except for one which was conducted over the phone. Three of 

the interviews regarding Budz Boot Camp in Denmark were conducted face-to-face in 

Denmark and four were conducted over the phone. These interviews were used to 

answer the research questions and thereby identify the companies‟ competitive 
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resources. The interviewees were selected by the researcher with assistance in some 

cases from Arnaldur Birgir, one of the owners of Boot Camp Iceland, and Nick Watkins 

and Aníta Watkins, owners of Budz Boot Camp in Denmark. The interviewees were 

promised confidential of their interviews. The interviews were conducted from 

September 2011 to December 2011. Two interviews were conducted with Arnaldur 

Birgir along with email exchanges containing information about the operation; therefore 

no specific date is given in terms of date of the interview for Arnaldur Birgir on the 

contact list below. The interviewees are listed below. 

 

Interviews for Boot Camp Iceland: 

 

Name Age Gender Occupation 

within Boot Camp 

Date of 

interview 

Arnaldur Birgir 

Konráðsson 

 Male Owner/CEO/Head 

Coach 

 

Interviewee 1 35 Male Member October 11, 

2011 

Interviewee 2 41 Female Member October 12, 

2011 

Interviewee 3 27 Female Coach October 23, 

2011 

Interviewee 4 40 Male Franchisee November 18, 

2011 
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Interviews for Budz Boot Camp Denmark: 

 

Name Age Gender Occupation 

within Budz 

Boot Camp 

Date of 

interview 

Nick 

Watkins/Aníta 

Wakins 

  Owners/CEOs November 5, 

2011 

Interviewee 5 35 Female Member November 6, 

2011 

Interviewee 6 41 Male Member November 4, 

2011 

Interviewee 7 34 Female Member November 24, 

2011 

Interviewee 8 35 Female Member November 22, 

2011 

Interviewee 9 25 Male Member November 20, 

2011 

Interviewee 10 29 Female Member November 24, 

2011 

 

1.4 Problems and limitations 

The researcher is fully aware that his previous and current connections to Boot Camp 

can increase the danger of not being completely objective. The researcher is currently in 

far-distance training from Boot Camp and was a member of Boot Camp during the fall 

of 2010. Because the researcher is so familiar with the concept of Boot Camp and the 

company and people there in general, this could result in a bias when interpreting the 

interviews. Because the researcher believes that the concept of Boot Camp is successful 

in Iceland it might cause her to assume that the same would apply in other countries. 

This has been described as the Halo Effect (Nisbett &Wilson, 1977) where “global 

evaluations of a person can induce altered evaluations of the person's attributes“ (p. 

250). The researcher therefore tries even harder in this thesis to be as objective as 
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possible when collecting and analyzing the data, but is fully aware of the possibility of a 

biased opinion and finding. 

The researcher furthermore knew two of the interviewees personally beforehand 

which might create problems. Her views about Boot Camp were formed beforehand by 

her own experience of the company but during the interviews she did not express her 

own opinion nor did she ask leading questions. Because of these connections the 

researcher might have more expectations for the research and the results than a 

completely objective researcher. Some of the interviewees were selected with the 

assistance of Arnaldur Birgir and Nick and Aníta which might cause an error in 

conclusions as they might recommend interviewees that they know that share a positive 

opinion about Boot Camp. Some of the interviews were conducted over the phone 

which could have resulted in shorter and different answers than when conducting the 

interviews in person. Phone interviews can be ideal when geographical distance is great 

and they bear low costs. Phone interviews enable the researcher to contact the 

interviewees regardless of their location and they often take shorter time than face-to-

face interviews. The interviewees might not be willing to answer the questions if they 

don‟t feel like there is a real benefit for them in doing so (Kvale, 1996). Another aspect 

is that the researcher was not able to see the interviewees‟ facial expressions when 

answering the questions. There might have been a confusion which could have been 

better resolved in person than over the phone. 

The researcher is the only one conducting the interviews which limits the 

possibility of inconsistency between interviews. The researcher is furthermore not a 

trained interviewer but she has explored Kvale‟s (1996) book about interview 

techniques to minimize potential bias. Some of the interviewees might have felt better 

answering the questions over the phone than face-to-face; they might have been holding 

back from stating what they truly felt. The Danish interviewees were questioned in 

English and answered in English. This could mean that the interviewees might not have 

been able to fully express themselves because of lack of knowledge of the English 

language. 

 The research only investigated Boot Camp in Reykjavík and, the headquarters in 

Iceland, and then Budz Boot Camp in Denmark. It did not investigate other branches in 

Iceland or interview their members. Therefore the results only apply for those two 

companies (locations). This research does not investigate Boot Camp‟s competitive 

position compared to other fitness companies; it only investigates its competitive 
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position judging from the members‟ experience of Boot Camp and other fitness 

companies. If the research would to be repeated again, chances are that the answers 

might be very different because results of qualitative researches differ based on the 

interviewees each time. One could never get identical answers. 

1.5 Special thanks 

I would like to thank my supervisor Einar Svansson for a dedicated guidance through 

the thesis. I would like to thank Arnaldur Birgir Konráðsson for his help and support 

during this time, Nick Watkins and Aníta Watkins for their help in Denmark, the 

interviewees for taking the time to participate in the research, my family and friends for 

believing in me, and Helga Lilja Aðalsteinsdóttir for her endless help and support. 

1.6 Structure of the thesis 

The first part of the thesis covers the introduction of the thesis. The second part is 

divided into three subchapters. The first subchapter explores theories of 

internationalization, the second subchapter covers different entry modes, and the third 

subchapter explores the resource based view and how to identify resource which offer 

competitive advantage. The fourth subchapter explores organizational culture and the 

fifth subchapter covers PEST analysis. The third part covers the case study which 

involves two sub-cases; Boot Camp in Iceland and Budz Boot Camp in Denmark. In the 

first part Boot Camp is introduced as well as the market in Iceland and in the second 

part of the case studies Budz Boot Camp is introduced along with the Danish market. 

The actual results of the interviews are introduced and divided into four different 

themes. Those are the background of “Boot Camper‟s”, Boot Camp‟s image, Boot 

Camp‟s competitive advantages, and satisfaction with franchising. The results are 

furthermore divided by countries. Finally, part four covers discussions, 

recommendations and future research. 
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2 Internationalization 

 

The role of almost every organization is to operate in a market and maximize profits 

(Conner, 1991) which can lead to internationalization. Internationalization can be 

caused by internal and external motivations. Internal motivations can be for example 

excess production capabilities (Brooks & Rosson, 1982), unique product (Johnston & 

Czinkota, 1982), or simply based on the decision maker‟s personality. External 

motivations can be for example unfulfilled orders (Bilkey & Tesar, 1977), saturated 

domestic market or financial crisis on the domestic market (Kaynak & Stevenson, 

1982). 

The term “internationalization” can be a difficult topic to discuss as it might 

have different meaning from one person to another. The general use of the term is to 

describe the company‟s external movement in any form, such as e.g. expansion 

overseas. Welch and Luostarinen (1999) defined it as “the process of increasing 

involvement in international operations” (p. 84). Calof and Beamish (1995) adopted a 

much broader definition: “the process of adapting firms‟ operations (strategy, structure, 

resource, etc.) to international environments” (p. 116). The researcher has chosen to 

follow the internationalization definition by Calof and Beamish (1995). 

Internationalization occurs when actions and decisions taken in one place of the world 

affects the outcome in another place in the world. With new technology it has become 

much easier for companies to internationalize. Communication, transportation and trade 

restrictions are no longer seen as obstacles. Methods of internationalization process 

involve how companies choose markets, how they enter markets and how they serve 

these markets (Johanson & Wiedersheim-Paul, 1975). 

2.1 Internationalization theories 

General marketing theories inspired much of the early literature on Internationalization.  

Later on, internationalization came to be more about the choice between exporting 

products and foreign direct investment. Since then the focus has been on 

internationalization in networks and their different relationships with its customers and 

other relevant contacts in the business environment (Hollensen, 2011). Traditional 

theories of internationalization are based on multinationals (Buckley & Casson, 1976) 

and those theories assume that these multinationals have built their competitive 
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advantage in their domestic market. The marketing perspective of internationalization 

has mainly been focused on looking at internationalization based on economic theories 

(Dunning 1988; Mahoney & Pandian, 1992). Theories about network relationships and 

resource-based view seem to have increased in importance in the last few years and 

network theories are often mentioned in connection with other internationalization 

theories (Coviello & Munro 1997; Clark, Pugh & Mallory, 1997). There are a few 

different theories about internationalization. The first theory introduced is Dunning‟s 

eclectic approach which explores the development of multinationals which could be 

called traditional marketing view of internationalization (Dunning & McQueen 1981; 

Dunning, 1988). Next the Uppsala internationalization model will be explained but the 

basic assumption behind the Uppsala model is that the internationalization is developed 

step by step, where learning from the step before leads to the next step of 

internationalization. After that the network model is explored in order to view the 

different causes of internationalization based on connections to other companies. The 

next two chapters after that explore the internationalization of service companies and 

small and medium sized companies. The last theoretical chapter about 

internationalization covers the topic of entrepreneurial orientation and its link to 

internationalization. Finally, conclusions are summed up and put forward into the case 

of Boot Camp. 

 

2.1.1 Dunning’s Eclectic-theory 

Dunning„s (1988) eclectic ownership-location-internalization (OLI) framework explores 

the importance of location variables when it comes to decision making of multinational 

enterprises (MNEs) to invest abroad. According to the original theory the “extent, form 

and pattern of internationalization is determined by the configuration of three sets of 

advantages” (p. 2), the OLI. If the MNE is to be able to compete with local companies 

in a foreign market, the MNE has to possess certain competitive advantages over the 

other companies. These advantages have to be good enough to compensate for the costs 

of setting up and operating a company in a foreign market (Dunning, 1988). Dunning 

and McQueen (1981) conducted a case study about the international hotel industry. 

According to the eclectic theory a MNE will be involved in some way in companies 

outside its local market whenever it feels like it has a competitive or ownership 

advantages to companies of other nationalities (Dunning & McQueen, 1981). The 

eclectic approach offers a holistic framework to explore “the significance of factors 
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influencing the initial expansion of MNEs and the subsequent growth of their activities” 

(Dunning & Robson, 1987, p. 103). Dunning (1980, 1988) describes these sets of 

advantages as following: 

 

 Ownership-specific advantages: refers to the competitive advantage of the MNE 

engaging in a foreign market, the enterprise must own a specific unique 

competitive advantage. These advantages may be for example a trademark, 

know-how, or an entrepreneurial skill. 

 Locational advantages: it must be profitable for the enterprise to set up an 

operation in the foreign country; otherwise the enterprise should consider 

exporting. 

 Internalization advantages: it has to provide more benefits for the enterprise to 

use the advantages instead of selling the rights to use them to a foreign firm. 

 

Dunning (1988) furthermore states that, the value and identification of the OLI 

parameter will differ between companies depending on the motive behind the decision 

to invest abroad. This approach emphasizes how enterprises exploit the ownership 

advantage, the location advantage, and finally the internalization advantage. Stoian and 

Filippaios (2008) tested the impact of ownership and locational advantages in 

determining the internalization decisions made by Greek investors by proving that 

Dunning‟s eclectic approach to be holistic. Their findings were that the expansion of 

Greek companies occurs mostly in similar countries with small markets and an open 

economy. 

2.1.2 Uppsala model 

In the 1970‟s Jan Johanson and Finn Wiedersheim-Paul (1975) analyzed the 

internationalization of four Swedish companies. From their studies of international 

business at the University of Uppsala their estimation was that the internationalization 

of Swedish companies was characterized by gradual internationalization. Their theory 

was that the same would also apply to many companies from other countries with small 

domestic markets. The first assumption was that the company develops first in the 

domestic market and internationalization would come next as a consequence of series of 

decisions. They assumed that because of lack of knowledge, companies would choose a 

country to export to which was close in terms of geographical distance or which they 
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had knowledge about and had similar market characteristics. They identified a process 

for development of operations in individual countries and distinguished between four 

different stages which are the following: 

 

1. No regular exporting 

2. Export via independent representatives (agent) 

3. Sales subsidiary 

4. Production/manufacturing 

 

Meaning that in stage one the company is only serving the domestic market, it has not 

made any commitment of resources to the market and lacks information channel. In 

stage two the company starts to export through a sales agent and has therefore made 

some commitments to the market. It has furthermore established an information channel 

and regularly gets information about the market through that agent. In stage three the 

company establishes a sales subsidiary abroad and gets access to a controlled 

information channel to the market. In stage three the company can also control the type 

and amount of information coming from the market to the company. In the fourth and 

last stage the company has made even more commitment of resources as it is producing 

or manufacturing abroad. This sequence of stages is called establishment chain. The 

main hypothesis is that the first step in the internationalization of the company is 

exporting. As the company gets more committed to the internationalization process they 

move to sales subsidiary in the given country. Finally, when the company increases its 

foreign market commitment even more it establishes a manufacturing or a production 

facility.  

Brewer (2007) developed an index for measuring psychic distance and applied it 

by measuring the distance between Australia and 25 country combinations and 

compared those results to the actual export behavior. His findings suggested that there 

was a positive correlation between psychic distance and the number of exporters 

included in his study. But although a psychic distance between the countries is an 

important indicator when choosing markets, the companies‟ manager‟s characteristics 

might as well be important because it is the manager who perceives the distance, not the 

countries. 

Johanson and Vahlne (1977) developed a model for the internationalization 

process of the company that focuses on development of the individual company, the 
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gradual acquisition, the use of foreign market knowledge, and market commitment. 

They believed that internationalization follows this pattern as was described above from 

the studies of Johanson and Wiedersheim-Paul (1975). The assumption, based on their 

model, is that lack of market knowledge could prevent the development of international 

operations and that this market knowledge could be gained through market experience. 

Their theory was that decisions about increasing the scale of the company‟s resources in 

one country should be made when existing market risk situation is less than the 

company‟s maximum tolerance toward market risk. Furthermore, increased 

commitment is believed to take place in small steps unless the organization has very big 

resources or market conditions are stable and familiar, or the firm has experience of 

another market similar to the one in question. Researches show that as organizations 

become more involved in internationalization they sometimes change their method for 

serving foreign markets. Studies indicate that this could be because of increased 

commitment of companies, going from only exporting and gradually getting to 

investing in a production subsidiary (Welch & Luostarinen, 1999). 

The Uppsala model has received various criticisms. Turnbull (1987) argues that 

it is too deterministic, that the choice t of entry modes and expansion are contingent on 

market conditions. He therefore believes that the transaction cost approach is superior to 

the process model and that focusing on the process of interactions between a supplier 

and customer is of more importance. Reid (1983) did a research about how the formal 

administrative arrangements, used for conducting foreign trade, are strangely fitted for 

achieving specific export performances. He argued that the Uppsala model did not take 

into consideration the importance of market characteristics and company resources to 

co-determine the choices and changes of the export structures. Sharma and Johanson 

(1987) analyzed the internationalization of technical consultancy firms which belong to 

the service industry. Their conclusion, based on two Swedish case studies, was that the 

Uppsala theory did not apply to service companies for they would follow the 

establishment chain based on risk avoidance. 

In spite of these criticisms the Uppsala model has gained a strong support based 

on studies of a wide range of countries and different situations. Commitment and 

experience are important factors which explain the international business behavior as 

has been confirmed by empirical researches. The model has furthermore received strong 

support in terms of exporting behavior and the relevance of cultural distance (Johanson 

& Vahlne, 1990). 
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2.1.2.1 Psychic distance 

Closely related to the gradual internationalization method is the concept of psychic 

distance (Buckley & Casson, 1998) and it has been used to explain the 

internationalization of companies to foreign markets (Johanson & Vahlne, 1990; 

Shoham & Albaum, 1995). Psychic distance is believed to be useful to determine the 

extension of activities to new markets. It is based on the amount of obstacles regarding 

information flow between a country and a company; the greater the obstacle, the greater 

is the distance. Therefore the company would choose new markets based on similarities 

in for example language, culture, political system, level of education etc. The size of the 

potential market was also believed to have an influence when entering new markets. 

Either the company would prefer to start in a small market similar to the domestic one 

or it would choose countries with larger markets (Johanson & Vahlne, 1990; Johanson 

& Wiedersheim-Paul, 1975). Findings from Johanson‟s and Wiedersheim-Paul (1975) 

research were that their assumptions did hold to a certain extent. There was some 

difference between the companies which might have had to do with different strategies 

of internationalization within those companies. 

The basic assumption behind the concept of psychic distance is that companies 

are less likely to do business with countries of different culture, with an unfamiliar 

language or totally different legal system. The smaller the psychic distance the more 

likely it is that the company will enter the market (Stöttinger & Schlegelmilch, 1998). 

Scholars such as Johanson and Vahlne (1990), Klein and Roth (1990), and Shoham and 

Albaum (1995) recommend companies to start exporting to markets which are similar to 

the domestic market in terms of culture before entering far distance markets. 

Although widely accepted the concept has received some criticism.  The value of 

the concept is believed to have diminished as the years have gone by because markets 

are getting more and more homogeneous (Stöttinger & Schlegelmilch, 1998).Their 

results furthermore suggest that the importance of the theory of psychic distance has 

decreased because of the increase of business between international markets.  

2.1.3 The network model 

Following the Uppsala model is the perspective of the network theory (Johanson & 

Vahlne, 1990). The company‟s internationalization is then based on the development of 

business relationships in other countries. It can be achieved through the establishment of 

relationships in country networks, by developing relationships in these countries, and 
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through connection to networks in other countries (Johanson & Mattsson, 1988). The 

role of external resources and their impact on the internationalization process through 

network relationships has not been studied to great extent but those researches which 

exist imply that the internationalization process is closely related to a company‟s 

external network. The main force for internationalization therefore is the existing 

network relationships (Coviello & Munro, 1997). These relationships can then serve as 

a bridge or a connection to other networks. Companies which have formed strong 

network relationships minimize the risk faced with internationalization in a different 

culture and therefore internationalization which is based on external resources often the 

best available option for internationalization of smaller companies (Johanson & 

Mattson, 1988). Studies have shown that relationships might even force a company to 

enter the foreign market, for example when a customer demands that the supplier 

follows him abroad or otherwise to lose his business in the domestic market (Sharma & 

Johanson, 1987). Based on Johanson‟s and Mattson‟s (1988) theory the 

internationalization is a gradual process where relationships are established, evolved 

and sustained until they have reached their intended purpose and dissolved. Their theory 

emphasizes gradual learning and evolvement of market knowledge by network 

communication and that companies are contingent to synergy and competition in the 

internalization process. 

Coviello and Munro‟s (1997) study of the network theory suggests that 

internationalization is closely connected to the company‟s own networks, but their 

research was focused on small software firms. Their findings also indicated that small 

software firms have the tendency to externalize their development of international 

markets by investing in network relationships. Network relationships can furthermore 

serve as the force for a company‟s market expansion and development, as well as for 

choosing which market to enter and how to enter a certain market. The network 

relationships can also both either facilitate or inhibit product development and market 

diversification. 

 

2.1.4 Internationalization of SMEs  

The internationalization of small and medium sized companies (SME) has become more 

important as they seek opportunities for increasing their growth in foreign markets. The 

threat of globalization has often served as a motivation for SMEs to expand their 
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business to foreign markets. Internationalization of SMEs is more likely to occur, at 

least the initial step, “through links and transactions” with other companies or 

“individuals in the external environment” (Hollensen, 2011, p. 85). SMEs are likely to 

have limited financial capital, be limited in terms of management, information 

resources, and human capital (Buckley 1989; Erramilli & D‟Souza 1993) and to have 

different managerial processes and structures than presence in larger firms. 

Chen and Hambrick‟s (1995) study examined how small companies are different 

in their competitive behavior from their larger competitors and they also explored the 

indications of differences in performance. Their study involved the differences of major 

U. S. airlines. Their findings were that the smaller companies tended to be more active 

in initiating competitive moves but on the other hand the larger companies tended to be 

more responsive when they were attacked. 

Manolova and Brush (2002) conducted a study which focused on the differences 

in personal factors of the owner or the manager in internationalized and non-

internationalized companies. Their findings were that owners or managers are more 

likely to base their perception of environmental uncertainty on their own international 

experience. Owners or managers with a positive experience of internationalization are 

therefore more likely to perceive the internationalization process as low uncertainty and 

are more likely to pursue the process. Their findings indicate that personal factors are 

important when it comes to internationalization, but more importantly that “some 

personal factors are more important than others”. Their most important finding is that 

internationalization is a function of perception, not of demographics. If for example the 

owner‟s perception of environmental uncertainty in a given market is low, then it is 

likely that the SME will pursue a strategy for internationalizing the company (Manolova 

& Brush, 2002). 

Entrepreneurial orientation is an important element for SMEs. It is associated 

with opportunity seeking, risk-taking, and decision action of a strong leader/owner. 

SMEs which engage in entrepreneurial activity engage in product market innovation, 

undertake risky ventures and act as proactive instead of reactive. SMEs sometimes lack 

resources to compete in their domestic markets with larger existing companies as well 

as companies arriving to the home market from abroad. But SMEs with an 

entrepreneurial owner/manager or orientation will perform better than those without it. 

Furthermore SMEs which adopt their strategies to globalization demands are more 

likely to perform better than those who don‟t (Hollensen, 2011). 
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Studies show that the internationalization process of entrepreneurially-oriented 

SMEs is far from being linear, controlled and time-prolonged process based on 

traditional stage theories of internationalization. The owner‟s or the manager‟s 

entrepreneurial characteristics are of great importance in the early stage of 

internationalization (Etemad & Wright, 2003). Coviello and Martin‟s (1999) study 

indicated that although network relationships are important for the internationalization 

of SMEs it cannot be solely explained by those relationships.  

2.1.5 Internationalization of service companies 

In the same way that smaller companies are different than the larger ones, services 

differ from goods (Zeithaml, Parasuraman, & Berry, 1985). Internationalization strategy 

of service companies is often perceived to be more risky than manufacturing companies. 

The main reason behind this assumption is that the producer of the service and its 

facilities are often a part of the service, which would require a better control of 

resources. For a manufacturing company the traditional internationalization process 

starts with indirect export and gradually increases its market commitment with time. 

This process on the other hand is not believed to apply to service companies. They need 

to choose their strategy and entry mode carefully based on their type of service 

(Hollensen, 2011). 

The traditional way for service companies to internationalize is when they 

follow manufacturing companies which they are supplying domestically abroad. 

Grönroos (1999) identified the following five main strategies for internationalization of 

service companies: direct export, systems export, direct entry, indirect entry, and finally 

electronic marketing. The first two strategies are irrelevant in this case. Direct entry 

means that the company establishes its own subsidiary in the foreign market. This local 

subsidiary needs to be able to produce and deliver the service from the beginning; the 

learning period is therefore very short. The company in the internationalization process 

could also acquire a local company in the same service industry. By doing this the 

former one gets access to information about the market as well as the knowledge of how 

to operate a company in the foreign country. The main issue then would be to keep the 

key employees of the acquired company. The third option of direct entry is to form a 

joint venture with a local firm. This could offer growth opportunities for the local 

company and the necessary know-how for the company in the internationalization 

process. An indirect entry is used when a company doesn‟t want to establish a local 

operation, whether partly or fully owned, but wants nonetheless to engage in the foreign 
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market. This can be either achieved by for example licensing or franchising. The last 

strategy Grönroos (1999) mentions are electronic strategies. With electronic strategy for 

internationalizing, the company is made accessible through the use of electronic 

technology. Such electronic technology is for example using the internet for advertising 

offers. 

Coviello and Martin (1999) conducted a study which identified and analyzed 

patterns and influences regarding company‟s decision to internationalize, the 

internationalization process, and choosing the market and entry mode. Their study 

focused on Australian engineering consulting firms (ECFs). Their findings suggest that 

the internationalization of ECFs is influenced by a product which is “embodied in 

skilled personnel”, a rather “high degree of client involvement, low capital intensity”, 

and finally “the project-based nature of the business” (p. 60). These characteristics 

apply especially to the service part of these ECFs. Their study furthermore supports the 

argument that the internationalization of service companies is not in line with the 

models of internationalization of manufacturing companies. Despite this, when 

compared to the study of Zafarullah, Ali, and Young (1998), there seem to be some 

similarities with service and manufacturing SMEs. For example, the internationalization 

of both manufacturing and service SMEs is strongly influenced by network 

relationships. The study showed that network relationship, stage models, and foreign 

direct investment theory all have relevance in the case of ECFs. 

Sundbo et.al (2001) study explored the internationalization of service companies 

through franchising. Their study explored a particular type of entrepreneurship 

involving the internationalization process of service companies. They came up with the 

concept of frantrepreneur which is further defined in chapter 2.1.6. Their study 

explored internationalization from the franchisees viewpoint. 

Javalgi, Griffith, and White‟s (2003) study examined the “applicability of 

antecedent factors of internationalization of manufacturing firms to the service industry 

context” (p. 194) by using Dunning‟s eclectic theory framework. Their findings suggest 

that both firm specific and location specific factors are critical precursor for the overall 

process of internationalizing service companies. 

2.1.6 Entrepreneurial orientation 

An entrepreneur is an innovator or a developer, who sees opportunities and grabs them; 

who converts them into ideas; adds value to them through time, money, effort, or skills; 

assumes the risks involved with implementing these ideas; and realizes the possible 
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profits of these ideas (Kuratko & Hodgetts, 2007). Companies with entrepreneurial 

posture are risk taking, innovative, and proactive. If there is a chance of a very high 

return on a project then these companies are willing to take very high-risks. 

Entrepreneurship seems to explain the connection to success in a hostile or risky 

environment (Covin & Slevin, 1991). Uncertainty and difficult business environment 

reduce the influence on the relationship between entrepreneurship and success on 

international markets (Zahra & Garvis, 2000). Gartner (1988) describes entrepreneurs as 

the ones who create organizations, while non-entrepreneurs don‟t. Successful 

entrepreneurs have an entrepreneurial mind-set which means that they value uncertainty 

in the marketplace and seek to continuously identify opportunities which have the 

potential of leading to important innovations (Baron, 2006) which can be a source of 

competitive advantage. An international entrepreneurship is a process where companies 

creatively discover and exploit opportunities in international markets in order to develop 

a competitive advantage (Ireland, Hoskisson, &Hitt, 2009). 

 Sundbo et.al (2001) introduced the concept of frantrepreneur. A frantrepreneur 

is defined as a person who is able to step into and adapt to a “ready-made business 

format that sometimes has very specific requirements” (p. 248) but is “able to act 

independently in a local market” (p. 248). Sundbo et.al (2001) believe that 

“frantrepreneurs have become important players” (p. 248) in the internationalization of 

services and that the essence of their work has indications about how service companies 

might innovate on a global standard. The internationalization of US franchisors has 

been analyzed to some extent and findings suggest that they were often cautious about 

internationalizing because of lack of knowledge about foreign markets and limited 

financial capital. When the US franchisors entered new markets, they entered markets 

which were close in culture and language, or close in psychic distance. 

2.1.7 Internationalization of Icelandic companies  

There is a big gap in the literature about internationalization or foreign direct investment 

(FDI) of Icelandic companies. Óladóttir (2009) conducted an empirical study which 

addressed the outward foreign direct investment of Icelandic companies 

 Iceland is the smallest economy of the OECD nations but has nonetheless made 

significant foreign direct investment since 2000 (Óladóttir, 2009). Foreign direct 

investment of Icelandic companies has increased rapidly mainly because of acquisition 

of foreign companies (Central Bank, 2008). Óladóttir‟s (2009) study involved 21 
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Icelandic companies which, at the time, represented more than 89 percent of the total 

Icelandic outward FDI. Most of the FDIs of the Icelandic companies of the study were 

in the EU countries, particularly the UK and Denmark which could be considered 

closest to Iceland in many ways. From 1999 to 2006 acquisitions were more common 

form of entry mode than Greenfield investments (when a parent company starts a new 

company abroad from the ground up). On average Icelandic companies seem to be late 

movers into international markets but service companies enter markets relatively early 

after establishment either by acquisitions or Greenfield investments. The researcher 

could not find any information about franchising as an entry mode for Icelandic 

companies, whether the reason for that is because it hasn‟t been done before is not 

known and is a subject for a further research. 

 The Icelandic companies from Óladóttir‟s (2009) study were defined as new 

companies if they entered foreign markets within five years of establishment, 

experienced companies if the entered from 6 to 20 years after establishment, and 

matured companies if entered after more than 21 years after establishment. Compared to 

these measures Boot Camp would qualify as an experienced company. Findings from 

her study showed that acquiring foreign companies allowed the Icelandic companies to 

grow much faster in terms of labor than they could have done in Iceland. Out of the 21 

company investigated, 14 of them had more than half of their employees located abroad. 

The two main motives for internationalization of the Icelandic companies were market 

seeking motives and strategic asset seeking motives, market seeking motives being far 

more prevalent. 

 According to Óladóttir‟s (2009) study there are three factors which characterize 

Icelandic foreign direct investments. They are: “Investment scope, speed, and 

specificity” (p. 77). Investment scope involves that Icelandic companies seem to follow 

an investment pattern where they “grow significantly in size through single 

investments” (p. 77). They seem to aim at rather large, known and established foreign 

companies with a strong customer base when entering new foreign markets. Speed of 

the investment execution is another characteristic of Icelandic FDI. This process, from 

“target screening to deal-making” (p. 78) and buying, seems to happen very fast. 

Specificity involves that the investment focus of the Icelandic companies seems to be 

very narrow; the pattern seems to be that they obtain a leading position and size in a 

certain market niche. Another characteristic of many of the investigated companies was 

that there were cases of new owners entering which triggered the internationalization, 
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new structures and strategies, or new products and services. These changes were also 

often followed by a new name for the company. 

 Andrésdóttir (2009) explored the internationalization of the Icelandic bank 

Glitnir from 2003, when it started, until 2008, when it ended. Before Glitnir entered 

Norway in 2004 they had been servicing the fishing sector in the Faroe Islands and in 

Norway. Judging from Andrésdóttir (2009) research Glitnir‟s customers served as a pull 

factor for the company to enter Norway. 

 Svansson (2008) both explored Bakkavör and Actavis, big international 

Icelandic manufacturing companies in a case study and also surveyed the approx. 200 

biggest domestically owned Icelandic companies. He focused on strategic management 

and internationalization in connection with the companies‟ results. His research was 

based on a big international research called INNFORM. His main conclusions were that 

these two biggest of Icelandic companies were showing improved results from the years 

2004 until 2007 and were focusing on performance metrics in their operations. Strategic 

management has positive connection with increased success of these companies. The 

results from his research furthermore indicate that an increased emphasis has been 

placed on marketing and marketing metrics within these two companies. He also states 

that smaller companies need to be cautious when it comes to internationalization, as 

there seems to be no link between success and internationalization from 2004-2007 in 

his statistical survey data. Judging from the results of Svansson‟s (2008) research, a 

company needs to possess some competitive advantages over their foreign competitors 

in order for internationalization to be an option.  

 Magnússon (2009) conducted a market analysis on Nigeria for fishing industry 

products. His research involved Katla Seafood, an Icelandic company which sells fish. 

Katla Seafood wanted to explore their options for entering the Nigerian market. His 

findings suggested that entering Nigeria would not be viable unless through a joint 

venture or by acquiring an existing company. But if they would enter the market 

through acquiring an existing company they would have to rely on assistance from 

outside for information about market conditions. Nigeria is so far in terms of psychic 

distance and therefore they would need assistance from a local person with local market 

knowledge. 
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2.1.8 Theory of internationalization: summary 

The theories described above could all be relevant in terms of Boot Camp and in many 

cases a mixture of these theories might be in order. Boot Camp has already started its 

expansion overseas and their first stop is Denmark. By using Dunning‟s eclectic theory 

in the case of Boot Camp, it would have to possess a specific ownership advantage, 

which their unique training method might be considered to be or their company culture. 

If Boot Camp is to set up a wholly owned subsidiary in a foreign market it has to 

be more profitable for them than for example franchising or licensing. It could be more 

profitable for Boot Camp to invest in a wholly owned subsidiary than franchising the 

concept but since it involves greater financial commitments and risks it is not feasible 

because Boot Camp is a small company with limited capital. Internalization advantages 

have to provide more benefits by using the company‟s advantages, such as unique 

training method, rather than selling someone in the foreign market the rights to use 

these advantages. By franchising the concept Boot Camp risks losing their competitive 

advantage of a unique training method as current franchisors might see it to be more 

feasible to launch a new company based on Boot Camp‟s concept instead of paying 

monthly royalties. Boot Camp tries to limit this risk by carefully choosing trustworthy 

business partners (Dunning, 1980, 1988). 

The Uppsala method explains how companies choose new markets based on 

market similarities or psychic distance. It is a “stages model”, meaning that 

internationalization occurs in incremental steps. According to Uppsala, Boot Camp 

would choose to enter markets first which are similar in culture, for example Denmark, 

and then gradually extending to markets further away in psychic distance. By choosing 

a market which has similarities to their domestic market it limits the risk that might be 

involved when starting a new operation overseas. This could be seen as the first step of 

internationalization process of Boot Camp. By choosing a market which is culturally 

close limits the risks associated with entering new markets. The Uppsala model is based 

on a learning process and next step of Boot Camp‟s internationalization has to be taken 

as a result of the learning process gained from their first step to Denmark. 

The network model explains how companies internationalize through network 

relationships. This model could also explain why Denmark was chosen as their 

platform, because Boot Camp already had a connection with individuals in Denmark. 

The network model also implies that service companies are often forced to 

internationalize because of requirements of their customers (Sharma & Johanson, 1987). 
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The company‟s internationalization is also based on the development of business 

relationships in other countries, therefore could for example Boot Camp‟s connection to 

the Global CrossFit world lead to further internationalization. 

The internationalization process of small and medium sizes (SMEs) explains 

how SMEs expand through links and transactions with other companies or individuals 

in the external environment. Internationalization of SMEs is therefore closely linked to 

the theory of network model or at least to the extent that internationalization occurs 

through the company‟s external connection. 

The internationalization of service companies is believed to be more risky than 

the internationalization of manufacturing companies, mainly because they require better 

control of their resources. But although internationalization of service companies is 

considered to differ in some ways to manufacturing companies, it is still similar in a 

way to the internationalization of SMEs, mainly because it is influenced by network 

relationships. Companies who internationalize through entrepreneurial owners tend to 

be risk taking, innovative and proactive. Innovative and proactive might apply to Boot 

Camp but at this stage in the company‟s life risk-taking does probably not apply. But 

the owners of Boot Camp could qualify as entrepreneurs as they are the ones that create 

companies, which they have done. 

Óladóttir‟s (2009) findings were that most of Icelandic companies FDI were 

through the UK and Denmark, which in many ways can be considered closest to 

Iceland. She also concluded that there were three characteristics of Icelandic companies 

internationalization; investment scope, speed, and specificity. Internationalization of the 

investigated companies was often motivated by new owners, new product or a service, 

or new structure or strategies. These changes often involved also a new name for the 

company. Boot Camp seems to follow the pattern of internationalization with the choice 

of Denmark as their first international market to enter. Their internationalization has not 

been triggered by a new owner or a new service. It might have been triggered by a new 

strategy but those are information which the researcher does not have access to. 

Svansson‟s (2008) findings suggest that the big companies that have a competitive 

advantage showed improved success which could be linked to strategic management of 

the companies. But he also pointed out that small companies need to be careful going 

into internationalization and that they need to be competitive internationally. 

These fore-mentioned methods based on theory and previous research, could 

many of them apply in the case of Boot Camp but the researcher emphasizes the 
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resource-based view in this research. It is furthermore very likely that the 

internationalization process of Boot Camp might evolve with more experience. Their 

internationalization today might be explained by the Uppsala method but the next step 

they take might be a subject of Dunning‟s eclectic approach. This is an area which 

might be interesting to explore when Boot Camp has gained more experience of 

internationalization. The researcher has left to define how different forms of entry mode 

will fit Boot Camp and define the company‟s competitive resources.  

 

2.2 Modes of entry 

The choice of market entry mode can be seen as an important part of a company‟s 

foreign investment strategy. Not only do companies need to choose the most suitable 

foreign market to enter but also how to enter successfully (Chang & Rosenzweig, 2001). 

A considerable amount of research has been done regarding the patterns and 

determinants of foreign entry modes. Some of the researches have been focused on 

issues regarding ownership and control of different entry modes (Davidson & 

McFetridge, 1984; Erramilli, 1991; Anderson & Gatignon, 1986) while others have 

explored the effect of cultural distance and country risk (Kogut & Singh, 1988; 

Gatignon & Anderson, 1988). Chang and Rosenzweig (2001) state that although these 

researches have been valuable they have been limited in two important ways. They feel 

that these studies are limited because firstly, they have relied on static research designs 

and have not explored how each entry might or could be sequential. Therefore they have 

not been able to show how earlier entry modes might differ from the later ones. 

Secondly, these studies have not explored the business relationship within the same 

company. 

There are different ways for entering and serving a foreign market, those are for 

example: exporting, licensing and franchising, joint venture, and wholly owned 

subsidiary. All of these entry modes have advantages and disadvantages. The ones that 

will be covered in this thesis are the ones which the researcher feels are most suitable in 

terms of Boot Camp. 

2.2.1 Licensing 

Licensing is an agreement where a licensor grants a licensee the rights to intangible 

asset for a specific time and the licensor receives royalties in return from the licensee. 

Intangible assets can be for example patents, inventions, designs, copyrights and 
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trademarks (Contractor, 1981). International licensing opens a window to global 

opportunities for a company that is either unable or unwilling to establish their own 

subsidiary abroad. International Licensing offers the company the opportunity to profit 

from the overseas exploitation of its resources without having to invest heavily abroad 

and therefore minimizing the risk associated. Licensing can therefore be an attractive 

option for companies seeking to expand their business into markets where there might 

be a higher perception of risks (Mottner & Johnson, 2000). 

Licensing has been defined as nearly synonymous with the term “technology 

transfer”. Others have identified it as “manufacturing technology transfer” and “the sale 

of a firm‟s technology and/or managerial skills in return of payments from the foreign 

party” (Mottner & Johnson, 2000, p. 173). A broader definition of the term has been 

developed from several sources as “the transfer of patented information and trademarks, 

information and knowhow, including specifications, written documents, computer 

programs, and so forth, as well as information needed to sell a product or service, with 

respect to a physical territory” (Mottner & Johnson, 2000, p. 173; Kotabe, Sahay, & 

Aulakh, 1996; Capon & Glazer, 1987). 

The issue of intellectual property rights has received a considerable amount of 

attention in terms of international licensing. Intellectual property rights are of great 

importance to the licensors because they have to deal with traditional forms of 

trademarks and patent know-how, and the availability of material which is copyrighted 

(Mottner & Johnson, 2000). Glazer (1991) states that companies are licensing assets 

which are in the form of information, ideas or knowledge and can be characterized in 

some ways as a commodity. Those assets can be for example research and development 

ideas, inventions, services, brands, designs, and trademarks. 

One of the advantages of licensing is that the licensee bears most of the costs 

needed to get the oversea operation going. The licensor does furthermore not have to 

bear any cost of development and risk associated with entering a new foreign market. 

Licensing can be very attractive for companies which don‟t possess the necessary 

capital for establishing a foreign subsidiary or are just simply unwilling to commit so 

heavily to a foreign market, financially speaking. This form of method can also be used 

by companies if it‟s not possible for the company to enter a certain market, whether it is 

because of barriers of foreign investment or other government policies (Hill, 2003). 

According to Hill (2003) licensing has three serious disadvantages. Firstly, the 

licensor doesn‟t have much control over factors such as manufacturing and marketing. 
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Secondly, when competing globally, companies sometimes may have to coordinate their 

strategy and use profits earned in one market to support a subsidiary in another country.  

Licensing limits the company‟s capability to do that. The third disadvantage of licensing 

is the risk of licensing the know-how. Companies can lose their control over their know-

how very quickly by licensing it. 

Business in general always bears some risk but there are certain risks linked to 

international licensing.  Aulakh (1998) identified three aspects of uncertainties that have 

impact on the licensor‟s perception of risk. First of all, it‟s the economic and legal 

factors of the host country. Secondly it‟s the potential of opportunistic behavior of the 

licensee, and thirdly it‟s valuing the licensed know-how. Seven other risk factors have 

also been identified and were stated in Mottner and Johnson‟s (2000) research. They are 

the following:  

 

 Suboptimal choice; Companies might not always make the right strategic choice. 

Making the wrong selection of licensee is a part of suboptimal choice dilemma. 

 Opportunistic risk; the risk that the licensee will take what has been licensed and 

make it his own. 

 Quality risk; when a licensee does not produce or distribute goods in accordance 

to meet standards of the licensor. 

 Production risks; the risk that the licensee will not produce enough in time. 

 Payment risks; the risk that the licensee doesn‟t pay at all, pays too late, or 

under-reports earnings. 

 Contract enforcement risks; the risk that the licensor can‟t enforce the contract.  

 Marketing control risks; the risk that the licensee will not market or distribute 

the product as needed. 

 

Mottner and Johnson (2000) furthermore identified six management options for 

minimizing the risk associated with licensing. Those are: make thorough plans, choose 

the licensee‟s carefully, secure the rights of compensation damages, maintain good and 

on-going relationships with the licensee‟s, make the contract as specified as possible, 

and organize how the company manages licensing. 
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2.2.2 Franchising 

Franchising is similar concept to licensing but often involves long term commitments. 

The franchiser sells the intangible asset to the franchisee and demands that the 

franchisee abides to a set of rules as how he is supposed to do business. The franchiser 

gives the franchisees a license which entitles them to make use of its business package. 

This business package involves for example training, support, and use of the company‟s 

name as well as offering the ability to operate within the same standards as other units 

in their chain of franchisees. Franchising is mainly used by service companies, while 

licensing applies more to manufacturing companies. Through the years franchising has 

mainly applied to fast food restaurants but more recently it has been used by a range of 

retail sectors. Companies such as Body shop and Benetton use franchising as their 

major international strategy, giving them the opportunity to expand globally very 

rapidly and with a low cost. Franchising has also been favored by companies that don‟t 

possess strong financial assets (Quinn & Alexander, 2002; Doherty & Quinn, 1999). 

The franchiser and the franchisee both have obligations they have to fulfill in 

order for the arrangement to work. Franchisors have obligations to keep their brand 

image, provide consistent marketing campaigns, and have consistent control of other 

franchisees. The franchisee in return has to pay a fee for the franchise acquisition and 

for the service provided by the franchiser. The franchisee also has obligations to 

maintain the standards outlined in the contract between those two. This arrangement 

obviously benefits both parties, the franchisor can expand its business rapidly and lower 

the risk and costs associated with expansion. The franchisee on the other hand gets the 

opportunity to establish a business method already proven to be successful. This 

arrangement furthermore means that most of the work of expanding the company is 

performed by the franchisee. Another advantage of this kind of arrangement is that the 

local franchisee understands the local needs of the market better than the franchisor and 

is more qualified to handle any barriers regarding cultural or language differences, or 

political problems that might arise (Quinn & Alexander, 2002). The franchisee has 

invested his money in the business and is therefore committed to the success of the 

business (Chan & Justis, 1992). 

Observational research has shown that internationalization occurs because of 

saturation or limited opportunities in the domestic market (Treadgold, 1988). Empirical 

research on the other hand has suggested that internationalization was the caused by 
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opportunities abroad rather than lack of them in the domestic market (Alexander, 1990; 

Williams, 1992a, b). 

There are some disadvantages to franchising. As with licensing, franchising 

inhibits the company‟s ability to take profits from one country and use it to support 

competitiveness in another country. Another disadvantage has to deal with quality 

control. The franchisee might not be as concerned with the quality associated with the 

brand name as supposed by the franchisor, which could result in poor quality and affect 

the company‟s reputation around the world (Hill, 2003). 

2.2.3 Joint Ventures 

A joint venture involves establishing a company that is owned by two or more 

independent companies. The basic assumption behind this arrangement is that two or 

more companies combine their resources in a mutual company (Kogut, 1988; Chi, 

2000). According to Kogut (1988) there are three theoretical approaches which can be 

used for explaining the motivations for joint ventures and choice behind them. One 

approach comes from the transaction cost analysis theory. Transaction cost theory states 

that companies choose how to transact with the objective to limit the costs of production 

and transaction. Transaction costs are for example expenses associated with contracts 

and negotiations for terms and contingent claims. The second approach is focused on 

strategic motivations. Strategic behavior assumes that companies transact by the mode 

which maximizes the profits by improving the competitive position against their 

competitors. The third approach comes from organizational theories. Joint ventures are 

then viewed as a means that companies learn or seek to keep their capabilities. In this 

view companies possess a knowledge base. Joint ventures are then used for transferring 

tacit knowledge. 

Results of previous studies suggest that joint ventures are intended to 

strategically increase company‟s market power. Fusfield‟s (1958) research found 70 

joint ventures within the iron and steel industry. Berg and Friedman (1977) research 

studied the impact of joint ventures on company‟s profits within the chemical industry. 

Their findings suggest that companies which had been a part in one or more joint 

ventures had lower return rates. They argued that upstream ventures within this industry 

did not increase the market power. Pfeffer and Novak (1976) study explored the 

motivation of market power. Their investigation included 166 joint ventures. Their 

findings were that parent companies within industries which have high sales and 
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purchase transactions have the tendency to have more joint ventures. Berg and 

Friedman (1981) study explored the relationship between industry rates of return, joint 

venture incidence, and possible market power. Their study included 300 joint ventures. 

Their conclusion was that knowledge-acquisition ventures do not increase company‟s 

market power. Their results also supported the view that joint ventures are more likely 

to be selected for transferring organizational knowledge, not in terms of gaining market 

power. 

According to Newburry and Zeira (1997) the most important precondition for a 

successful cooperation is a mutual trust between parties involved. Before the actual 

cooperation it‟s important to make sure that everyone is satisfied with the equity 

arrangements, and that goals are compatible and everyone‟s role is thoroughly 

expanded. It is also important to maintain the trust established in the beginning as well 

as to monitor hidden agenda of the local partner (Newburry & Zeira, 1997).  

There are some major disadvantages to joint ventures. By entering through a 

joint venture the company risks losing control of its resources to its local partner. 

Nonetheless joint venture agreements can offer the possibility of holding a majority 

ownership in the venture. Then again it might be difficult to find a foreign partner who 

is willing to accept a minority stake in a joint venture. Another disadvantage is that joint 

ventures don‟t give the company control over subsidiaries needed to experience a 

learning curve or location economies. Joint ventures can lead to conflicts and battles for 

ownership control if the companies invested in the joint venture have different view of 

the strategy (Hill, 2003). Studies suggest that conflicts of interest over company‟s 

strategy and goals are common in joint ventures and they tend to be bigger if the  

companies‟ nationalities are not the same and often ends up in dissolution of the joint 

venture (Inkpen & Beamish, 1997; Park & Ungson, 1997). 

2.2.4 Wholly owned subsidiary 

In a wholly owned subsidiary the company owns 100 percent shares of the subsidiary. 

Establishing a wholly owned subsidiary can be done either by a green-field venture, 

which means building a new plant, or by acquiring an existing company in the foreign 

country (Hennart & Park, 1993). Newburry and Zeira (1997) identify 10 “generic 

differences which underline and affect equity international joint ventures (EIJV), 

international acquisitions (IA), and international Greenfield investments (IGI)” (p. 89). 
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These differences which are of an importance while deciding an entry mode are the 

following: 

 

 Age; with measuring age, EIJVs and IGIs are new, while IAs already exists. IAs 

tends to have attitudes and behavior patterns which EIJVs and IGIs seem to lack. 

Managers of IAs are challenged to adjust to the culture and policies of the newly 

acquired company, while managers of EIJVs and IGIs are responsible for 

creating the culture and policies in their newly established companies. 

 Equity ownership; refers to how the equity ownership divides between the 

parent companies. “In an IA and IGI this percentage is usually high” (p. 90) 

which enables a full control. In an EIJV the ownership split can differ, although 

the usual form is equal ownership and therefore the control must be shared.  

 Financial risk; IAs and IGIs bear “full financial responsibility for the success or 

failure” (p. 90) of the new venture. With an EIJV this responsibility is shared.  

 Goal Conflict; indicates the possibility for “disagreement among partners 

regarding the goals and strategies” (p. 90) of the new venture. This might be of 

great importance to EIJVs because of the multiple parents involved with hidden 

agendas. 

 Negotiation time frame; “Negotiation time frame refers to the period available to 

perform pre-incorporation negotiation activities” (p. 91). With an EIJV, 

negotiations between the potential partners usually do not have any time limits 

and could sometimes go on for several years. Negotiations with IAs on the other 

hand are usually completed under tight time schedule. Therefore more 

information can be gathered during the negotiation time of EIJVs than of IAs. 

The same goes for IGIs as with EIJVs, they usually have more time to gather the 

information needed. 

 Number of owners; “measures the number of parents involved” (p. 91). In an 

EIJV, there are usually two or more owners involved. With an IGI and an IA 

there is only one owner. If there is more than one owner it can complicate 

management because there are many viewpoints to consider. 

 Ownership type; “Ownership type deals with whether an organization is private, 

public, or state-owned” (p. 91). State-owned companies are usually very 

different in terms of goals and priorities to private and public ones. For an IA, 

the parents company might be of different form than the acquired company, but 
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once it is acquired it becomes the same form as the parent company. For an IGI 

there are no differences in ownership type since the IGI is creating a new entity, 

fully controlled by the IGI. 

 Secrecy; “refers to the need to keep pre-established negotiations hidden from 

potential partners, competitors or the public” (p. 91). Secrecy is of special 

importance to IAs because there is always the risk that another company will 

attempt to make a bid to the company which is being targeted. The target 

company‟s stock might also escalate because of rumors. EIJVs don‟t have to be 

as secretive because there is no existing entity for a competitor to bid on. The 

same also applies for IGIs as does for the EIJVs. 

 Speed of results; “refers to the fact that with an acquisition, a firm can usually 

realize benefits from its investment in a relatively short time through 

assimilation of existing acquired-firm characteristics into the parent firm” (p. 

92). This applies when a company is acquiring a successful company with 

characteristics needed by the parent company. This on the other hand does not 

apply for IGIs or EIJVs, a lot has to be processed and developed before benefits 

can be realized. 

 Trust; “refers to the expectation by each party regarding the future behavior of 

other party” (p. 92). Trust is of great importance to EIJVs because of the 

multiple partners involved. Trust is also desired between an acquired company 

and the acquiring company. For an IGI trust among the parties involved is of 

little importance, although it‟s important for the IGI to employ a trustworthy 

staff, and to have trustworthy suppliers and clients. 

 

The aspects which are considered to have the most affect on success for IAs are the 

existing entity and the sole ownership. In order to avoid future problems, it is 

recommended to carefully investigate the national and organizational culture of the 

targeted company, in order to make sure it is aligned with the acquiring company‟s 

culture. Potential acquirers must also acknowledge the financial risk involved with the 

acquisition. Although IAs bears more risk it also ensures them full control. Finally, 

when negotiating for an IA it‟s important to remain secretive and handle negotiations as 

quickly as possible to avoid stock price escalation (Newburry & Zeira, 1997). 

With an international acquisition the company is buying a trade name and the 

assets from a foreign company. Acquisitions can serve as a quick entry to the market 
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and are therefore considered to be a good choice when demand is growing rapidly, and 

they do not add to capacity (Hennart & Park, 1993). 

Greenfield investments are often pursued to avoid risks associated with joint 

ventures and acquisitions. Greenfield investments offer the opportunity of a sole 

ownership which limits the problems that might arise with multiple parents. It also 

avoids the problem of having to deal with the already existing company culture if it 

does not apply to the culture wanted, if the company should be acquired. As with IAs, 

IGIs also bear full financial risk. Managers of Greenfield investments need to carefully 

explore the characteristics of the foreign country, establish local ties as soon as possible, 

make sure that the company is able to sustain full financial risk for this new venture, 

and they should explore what are the first-mover advantages (Newburry & Zeira, 1997). 

Görg‟s (2000) study examined if it would be more suitable for a company to 

acquire an existing company in the foreign market or if it should establish a Greenfield 

subsidiary. In his research there were three options: to buy an existing low-technology 

company, to buy an existing high-technology company, or to establish a new company. 

His results were that under most conditions it would be preferred to buy an existing 

high-technology company as a mode of entry. This would specially apply when the cost 

of acquiring market knowledge is high or if the cost of adjustment of the acquired 

company is high. 

 

2.3 Resources and Capabilities 

A resource can be anything which can be thought of as either a weakness or strength of 

the company (Caves, 1980). Internal analysis evaluates and identifies the key internal 

features of the company in a systematic way. Resources are the source of capabilities, 

some of which could develop core competencies or competitive advantage. Resources, 

capabilities and core competencies are basis for having a competitive advantage. 

Organizational capabilities are created by resources and the capabilities are the source 

for the core competencies, which again lead to a competitive advantage (Ireland, 

Hoskisson, & Hitt, 2009). The different methods of analyzing company‟s resources and 

capabilities will be further explained below. 

2.3.1 Resources and capabilities 

Analyzing the resources and capabilities of a company involves both exploring the main 

resources, and developing an understanding about the two main issues; how the 
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resources provide superior profits and which resources deliver competitive advantage. 

These methods divide into the value-added route and the competitive advantage route. 

The value-added route explores furthermore how companies add value to a product or a 

service from their suppliers and turn it into finished goods/service which then are sold 

to its customers; meaning the fundamental role of these companies is to add value to the 

inputs. The competitive advantage route tries to find the resources that enable the 

company to be competitive against other companies; it is crucial for developing a 

strategy to find out how and why some resources deliver sustainable competitive 

advantage (Lynch, 2009). 

When analyzing the basic resources it is important to begin by exploring all of 

the available resources within the company. A general definition is that the resources 

and capabilities of the company are those assets that contribute to the added value. 

These resources can be categorized to different groups to simplify matters (Lynch, 

2009, p. 123): 

 

1. “Tangible resources: the physical resources that contribute to the value added. 

2. Intangible resources: the resources that don‟t have physical presence but are of 

real benefit to the company, such as the company‟s reputation and brand logo. 

3. Organizational capabilities: such as skills, management and leadership within 

the company. It‟s not enough to have all the necessary resources within the 

company; you have to be able to make use of these resources in the best possible 

manner.” 

 

It might seem easy to define the resources and capabilities but the practical difficulties 

should not be underestimated. Resource and capability analysis needs to be done at an 

early stage within the company in order to identify where profits are made and define 

those resources in order to enhance their competitive advantage. This can be difficult 

because there is often uncertainty about the industry and competition, there are many 

complex factors behind the analysis and underlying causes are difficult to understand, 

and employees within the company might not agree about what can be seen as a 

competitive advantage. Some of the company‟s resources or capabilities might deliver 

competitive advantage but sometimes it might be better for the company to outsource 

some factors of the business (Lynch, 2009). 
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In his book Strategic Management, Richard Lynch (2009) lists 3 different 

approaches for analyzing resources and capabilities of a company. These approaches 

are: the value chain and the value system, the economic rent, and the research-based 

view. After examining different ways to analyze resources it is the researchers‟ opinion 

that the resource-based view is the most compatible when it comes to Boot Camp and 

will therefore be emphasized in this thesis. Research-based view is derivative from the 

theory of economic rent and therefore the latter one needs some explanation before one 

can begin to analyze the resource-based view.  

 

2.3.2 Economic rent 

To understand how resources can be a competitive advantage, it is important to explore 

the concept of economic rent. The concept was first developed by David Ricardo (1996) 

who considered the rents earned by farmland-owners which grew corn. The definition 

of economic rent is as follows: “any excess that a factor earns over the minimum 

amount needed to keep that factor in its present use” (Lynch, 2009, p. 137). To 

understand the concept better one could look at the vast wages earned by musicians and 

actors for example. They receive wages greatly in excess for what is needed to keep 

them from changing occupation; this excess amount is what is referred to as economic 

rent (Wessel 1967; Lynch 2009). 

There are two main types of economic rent; Ricardian rents and Monopoly rents. 

Ricardian rents are earned from those resources of the company which offer a 

competitive advantage, such as the ownership of a valuable land, copyrights, and 

advantage of location. Monopoly rents are gained through the market from which the 

company operates in. Those may be earned by government protection (Bain, 1968), for 

example trade barriers. There are other types of economic rent, namely entrepreneurial 

(Schumpeterian) rent and quasi-rent. Entrepreneurial rent can be achieved by taking 

risks in an uncertain environment and by having the entrepreneurial insight on it 

(Schumpeter, 1934). It can be achieved by offering a new and innovatory product or a 

service which makes it possible for companies to charge considerable amount for it. 

This on the other hand is very unstable as other companies catch up soon and enter the 

market with a similar product or service. Then there is Quasi-rent which has been 

defined as “the difference between the first-best and the second-best use value of a 

resource” (Mahoney & Rajendran, 1992). 
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Bailey and Williams‟ (1988) study aimed for gaining an understanding the 

sources of economic rents that are the driving forces for a change in the airline industry. 

Their analysis allowed them to identify sources of rent which were geographically 

based (local monopoly sources) and others which came from economies of scale-based 

advantages (oligopoly sources).  

 

2.3.3 Resource-based view 

The resource-based view (RBV) has its roots in the theory of Penrose (1995) on the 

growth of the company and it relates to Porter‟s (1980, 1985) theory of sustained 

competitive advantage. Over the years 1984-2007 strategy writers developed an 

approach in order to find out what makes a resource exceptional (Conner, 1991; Amit & 

Schoemaker, 1993; Makadok, 2001). The approach is called resource-based view 

(RBV) of strategy development. It emphasizes the importance of the individual 

resources in delivering the competitive advantage and the value added of the company. 

 During the 1980‟s Porter and some strategists were emphasizing the need to 

identify profitable markets and then figure out the competitive market based on a 

chosen industry in that market. Even though these developments had strong followers 

there were still some evidence strongly suggesting a different direction might be 

needed. Later scholars have taken these studies further and concluded that individual 

resources are more important than effects of the industry. Beside that it‟s also crucial 

that the companies are capable to organize dynamic renewal that delivers competitive 

advantage. During this period other strategist were also puzzled by the different long-

term profit performance of companies operating in the same industry. Their argument 

was that if the industry was the main determinant of profits, then all companies within 

the same industry would have similar level of profitability, which was clearly not the 

case (Lynch, 2009). 

In Barney‟s (1991) research he states that a company is believed to have a 

sustained competitive advantage when it is implementing a value creating strategy 

which is not being copied and implemented at the same time by any of the current or 

potential competitors. It is important that the company acknowledges that its 

competitors are not only those who are the current competitors but also the ones who 

have yet to come. 
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The RBV focuses on the internal side of the company and identifies the 

foundations for the company‟s competitive advantage. There has been an increasing 

support for the use of RBV. The RBV suggests that companies possess resources which 

some of them are unique, rare, difficult to substitute or imitate and therefore very 

valuable which offers the company a competitive advantage (Penrose, 1995; Wernerfelt, 

1984; Barney, 2001). The RBV focuses on the resources of the company as economic 

rents and as the basic drivers of competitive advantage. As mentioned before, the RBV 

is derived from the theory of economic rents. 

 

2.3.4 Sources of competitive advantage 

When seeking a competitive advantage which cannot easily be copied it‟s important to 

explore the competition, the company and the resources from within (Lynch, 2009). No 

formula has been developed to perform this task but following are some possible 

starting points that could apply especially for Boot Camp: 

 

 Differentiation. This is the development of “unique features in a product or 

service that position it to appeal especially to a” (Lynch, 2009, p. 147) certain 

part of the total market. 

 Low costs. When a company has developed a low-cost production it enables it to 

be more competitive against other companies based on lower prices or the same 

prices but additional services. 

 High performance or technology. “Special levels of performance or service can 

be developed” (Lynch, 2009, p. 147) which cannot or is difficult to be imitated 

by other companies. 

 Quality. Some companies offer quality which cannot easily be met. For example 

Apple MacBook is known for its quality for people working in the creative 

industry, such as arts and music. 

 Service. Some companies have sought to deliver superior levels of service which 

other companies have not been able to meet. This is for example how 

McDonalds has operated, it doesn‟t matter which McDonalds you visit they 

offer the same product ingredients everywhere. 

 Culture, leadership and style of a company. The leadership of a company and 

the way it “trains and supports its members” can “be a source of” competitive 

“advantage that others” (Lynch, 2009, p. 147) might not be able to meet. This 
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“will lead to innovative products, exceptional service, and fast response to 

market developments” (Lynch, 2009, p. 147) just to name a few. 

 

Some companies are obsessed with the first two of these sources along with niche 

markets. However it‟s not appropriate to focus on these three areas alone, as the others 

listed as well as many more are also important. John Kay (1993) argues that extensive 

advantages are not obtained overnight or by some special acquisition. They take years 

to be developed and involve the company‟s culture and style. But nonetheless this list 

may provide a good starting point for further analysis. There is no single “right” way for 

gaining sustainable competitive advantage. Nonetheless it is possible to find some 

possible areas of competitive advantage within the company. 

2.3.5 Resource-based sustainable competitive advantage 

Through the years various strategists have explored the advantages companies might 

possess to obtain competitive advantage (Prahalad & Hamal, 1990; Peteraf, 1993; Collis 

& Montgomery, 1995). 

 

Figure 1. The seven elements of resourc-based sustainable competitive advantage, based on Lynch (2009). 

 

After taking their views into account the following seven elements, as can be seen on 

figure 1, have been identified that comprise the RBV which are the following (Lynch, 

2009): 
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 Prior or acquired resources. “Value creation is more likely to be successful if it 

is built on the strengths that are already available” (Lynch, 2009, p. 148) within 

the company. It “will not guarantee that the strategy will be successful” (Lynch, 

2009, p. 148) but it serves as a good starting point. Building on the strengths 

already existing allows the company to exploit any real uniqueness within the 

company. It might “be very difficult for competitors to develop the same set of 

complex resources” (Lynch, 2009, p. 148). Companies existing reputation is of 

great importance in the development of future strategy. 

 Innovative capability. Innovation capability is important as it is likely to deliver 

a real breakthrough in terms of competitive advantage that competitors might 

have difficulty matching and some companies are better able to innovate than 

others (Lynch, 2009, p. 148). 

 Being truly competitive. Resources must deliver a true advantage over the 

competitors. It‟s not enough to identify which resources serve as strengths to the 

company; they have to be better than what the competitor possesses. 

 Substitutability. It is more likely that the resources are competitive if they cannot 

be substituted easily. 

 Appropriability. Resources that provide competitive advantage “must deliver the 

results of their advantage to the company and not to be forced to distribute some 

of it to others” (Lynch, 2009, p. 149). A company must be able to keep the 

profits generated by the competitive resources, whether it‟s done by patenting or 

something else. 

 Durability. A useful resource which is intended to provide the company some 

competitive advantage “must have some longevity for there is no point in 

identifying” (Lynch, 2009, p. 149) an advantage which is not sustainable. “The 

longer the resource can keep its advantage the better” (Lynch, 2009, p. 150). 

 Imitability. Resources must not be easily imitated if they are to deliver a 

competitive advantage. Such resources can nonetheless be eventually copied but 

can be delayed by the following devices: 

o Tangible uniqueness. “Some form of a specific differentiation” (Lynch, 

2009, p. 150) might delay imitability, such as branding or patent 

protection. 
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o Causal ambiguity. A resources competitive advantage might not be 

obvious to the competitor. It might have taken years to develop within 

the company and therefore it can be difficult to acquire for outside 

companies. 

o Investment deterrence. When a “market has limited growth prospects and 

it is difficult to make a small investment” (Lynch, 2009, p. 150), a 

considerable investment might hinder competitors from entering the 

market. Examples of such could be the case of Icelandic phone service 

companies. 

 

Although these seven elements have been identified it‟s not necessary for a company to 

possess them all for it to have a competitive advantage. 

2.3.6 The VRIO framework 

After identifying the resources which might offer a competitive advantage it is 

necessary to find out which of these resources are most likely to provide the return 

potential associated with exploiting the company‟s resources or capabilities. Barney 

(2002) suggested the VRIO (Valuable-rare-(cannot be) imitated-organizing capability) 

framework for testing the competitiveness of the resources. The VRIO framework is a 

decision-making approach which starts by questioning each resource and finding out if 

it‟s valuable. If it is considered valuable then it goes through the next questions, which 

are: Is it rare, is it easy or costly to imitate, and whether the company is well organized 

to exploit it. This framework is further outlined below and visually demonstrated in 

figure 2 below (Lynch, 2009): 



Internationalization  45 

 

Reykjavík University  January, 2012 

Table 1. The VRIO framework, based on Barney (2002). 

 

 

 

This framework can be used as a checklist when evaluating the resources in question. 

The resource needs to be valuable if it„s to allow an company to choose strategies that 

minimizes competitive threats. It needs to be rare in order to be an advantage. If it„s 

available to the competitors then it will not generate competitive advantage if it is to be 

exploited. If the resource is easily imitated then competitors will be able to copy it and 

therefore it will no longer be a competitive advantage. If the company possesses a 

resource that positively answers the questions raised above than it„s important that the 

company is capable of organizing itself to exploit its suitable resources. This is the 

element that balances the three factors mentioned above. 

Although the RBV presents more clarity in strategic development it still has a 

number of weaknesses to consider. For starters it is just a list of factors to consider, 

there is no guiding logic between the elements and probably never will be (Lynch, 

2009, p. 157). The method offers little guidance on how resources change and develop 

through time (Chaharbaghi & Lynch, 1999). The human element is not considered in 

resource development. Some critics suggest that the logical process of finding the key 

resources is flawed because the solution is known from the beginning of the process 

(Priem & Butler, 2001). “Little or no emphasis is put on emergent approaches to 

resource development and almost no recognition is made about the process aspects of 

strategy development” (Lynch, 2009, p. 157). RBV has been claimed to offer a simple 

and naïve assumption; that each element only has to be identified and then everything 

will happen automatically. 
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2.3.7 Improving the competitive advantage 

Once the resources have been analyzed companies are often faced with the reality that 

they possess very few resources which are really competitive. This is normal because 

companies possess a range of resources with just a few of them being truly unique. 

Company‟s capabilities will change over time and competitors will invest in new assets 

and so on. But there are three elements which help improve the resources available 

(Lynch, 2009). Those are: 

 

 Benchmarking: comparing practice with other companies in order to find ways 

for improvement. The other company doesn‟t have to be within the same 

industry, only possessing practices which are recognized as leading in that field 

of particular aspect of the task. This method has received some comments about 

its weakness as it only aims at bringing the resources up to the same standard of 

the other company, by doing so no real “advantage” is achieved. But it makes 

the company more competitive compared to other companies. 

 Exploiting existing resources: to exploit the existing resources as much as 

possible. Existing resources can be exploited by: focusing the resources on the 

key objectives of the company and targeting those which will be the largest 

contributor to the value added; using everything connected or involved with the 

resource with the goal of exploiting every element available to the company; 

discover every accumulated knowledge and skill by digging down to the roots of 

the resources; analyzing the resources in order for them to be used to 

complement other resources within the company; and making sure that resources 

generate profits quickly and therefore achieving full benefit of both new and 

existing resources sooner. 

 Upgrading resources: In some of the cases the analysis might show that the 

company has little or even no competitive advantage. But there are three ways 

companies could respond to this: they could “add new resources to support or 

enhance an existing product or a service” (Lynch, 2009, p. 160); they could 

enhance directly those resources which are being threatened by competition; and 

they could “add complementary resources” (Lynch, 2009, p. 160) which would 

take the company further than its current competition. 
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Company‟s capabilities and competitive resource will change over time but while the 

resources remain competitive companies should try to exploit them, or if the company is 

not performing well it could try to match or upgrade their resources with the 

competitors. If the resources are not exploited than they surely do not bring the desired 

competitive advantage, it is not enough just to identify them, they need to be fully 

exploited. 

2.3.8 Resources and capabilities: Summary 

Resources are the source of capabilities, some of which lead to the development of a 

competitive advantage. Resources, capabilities and core competencies are foundation 

for having and sustaining a competitive advantage. Resource-based view (RBV) is 

derived from the theory of economic rents. The RBV emphasizes the importance of the 

individual resources in delivering the competitive advantage and the value added of the 

company. RBV focuses on the internal side of the company and identifies the 

foundations for the company‟s competitive advantage. Identifying the company‟s 

resources could provide a competitive advantage for some of them might be unique, 

rare, difficult to substitute or imitate and therefore very valuable. Once the resources 

have been identified it is important to find out which of these resources are most likely 

to provide the potential return associated with exploiting them. 

The VRIO framework helps identify the resources which are valuable, rare, 

which cannot be imitated. After assessing the existing resources, once and if they have 

been evaluated by the VRIO framework, it might be necessary to find ways to improve 

the competitive advantage. That can be done by benchmarking, exploiting the existing 

resources, or by upgrading the resources. To identify the resources which could bring 

competitive advantage the researcher will conduct interviews among current customers 

and key persons within Boot Camp. The research will be conducted both in Iceland and 

in Denmark in order to compare if the resources, which bring the competitive 

advantage, are identical between these two countries. 

2.4 Organizational Culture 

Organizational culture can only exist when a certain group of people “has had enough 

stability and common history” (Schein, 1990, p. 111). Schein (1990) describes culture 

as “what a group learns over a period of time as that group solves its problems of 

survival in an external environment and its problems of internal integration“ (p. 111). 
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Organizational culture has been described as “…a pattern of beliefs and expectations 

that is shared by the organization‟s members and produces norms that powerfully shape 

the behavior of individuals or groups in organizations” (Fitzsimmons & Fitzsimmons, 

2006, p.200). A culture is often believed to have three levels (Schein, 1990). The 

tangible aspects are the things you can see, hear, smell, taste or touch. Those aspects are 

manifestations of underlying values and assumptions shared by a group of people. This 

has often been described as an iceberg because the visible part of the iceberg is only a 

small fraction of its actual size. Figure 2 offers a visible image of a culture in the form 

of a triangle. The values in the first column are the aspects that are visual to others. The 

second and third are aspects which are not visual and influence each individuals daily 

behavior. 

 

Figure 2. The visible and invisible values of a Culture, based on Hollensen (2011). 

 

The part of the triangle that is seen at the top of figure 2 is only a fraction of the culture. 

The things that are not visible are the values and assumptions behind each culture that 

daily behavior is influenced by. Once a company embarks upon internationalization its 

norms of behavior comes increasingly important. When people from different 

nationalities with different background and from cultures are hired by international 

companies the layers of culture can provide a common framework. Each individual‟s 

behavior is influenced by different levels of culture as can be seen in figure 4. The 
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national culture determines the values which influence the business culture that 

determines the individual company culture (Hollensen, 2011). 

 

Figure 3. Different layers of culture, based on Hollensen (2011). 

             

The national culture sets the overall framework for the business industry; it defines 

cultural concepts and legislation for business activities. Every industry has its own set 

of cultural roots and history which everyone within know the rules of. Organizations 

have cultures of their own, which are influenced by the business and national culture, 

which are expressed through shared beliefs, values, meanings and behavior. Finally the 

individual is affected and influenced by the other cultures mentioned above (Hollensen, 

2011). Culture therefore has a big affect on a company because it defines how the 

company interacts with its key actors. 

In microeconomics, company‟s financial performance is divided to three 

different categories: normal performance, superior performance, and below normal 

performance. Normal performance is when a company‟s investment rate of return is just 

big enough to keep the company‟s assets engaged in their current activities or in other 

words it‟s just enough to keep the company surviving. Superior performance is when a 

company‟s return rate is superior to normal return rates and can either be temporary or 

sustained. Below normal performance is when a rate of return cannot keep the 
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company‟s assets engaged in their current activities. Temporary superior performance is 

when a company possesses competitive dynamics and other companies seek to gain the 

same performance by imitating whatever makes it successful. This increases the 

competition facing the company which originally possessed the competitive dynamic. 

Sustained superior performance is obtained when companies are unable to 

imitate a certain company‟s success. Previous studies of sustained superior financial 

profits suggest that those companies are “characterized by a strong set of core 

managerial values that define the ways they conduct business” (Barney, 1986, p. 656). 

If a company‟s culture is to provide a sustained competitive advantage it must possess 

three attributes. First, it has to be valuable; it has to enable a company to do things and 

behave in ways which lead to high sales, low costs, or add financial value to the 

company in other ways. Second, the company‟s culture has to be rare; its attributes and 

characteristics must not be common with a number of other firms. Finally, the culture 

has to be imperfectly imitable; companies are not able to engage in activities which are 

intended to change the company‟s culture to include the desired characteristics, at least 

not without facing some disadvantage compared to the company they are trying to 

imitate. 

Company that possesses a culture which is valuable, rare, and imperfectly 

imitable enjoys a sustained competitive advantage that is reflected by that culture. 

Rather few companies will be able to obtain those same benefits and those companies 

that do not currently enjoy them are not able to engage in activities to obtain them. 

Companies that possess a culture which is valuable, rare, and imperfectly imitable 

should nurture their culture as it is what differentiates them from other companies 

(Barney, 1986). 

 Bartell (2003) developed a framework to understand the process of 

internationalization of universities. Organizational culture is believed to have a 

significant impact of companies‟ effectiveness and is furthermore believed to be capable 

to foster or inhibit renewal and innovation (Bartell, 2003). Managers need to 

acknowledge the power of cultures in the planning process. 

 Boter and Holmquist (1996) study explored the internationalization process in a 

traditional manufacturing company compared to innovation oriented companies. Their 

study involved six Nordic companies; three in each category. Their findings suggest that 

an internationalization process has to be understood with regards to the industry, 

company, and the people involved. In smaller companies, the owner/manager together 
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with a small leadership group will often have strong influence on the activities within 

the company and on the organizational culture. 

 Institutional and cultural factors can appear as strong barriers to the transfer of 

competitive advantages between managers of two companies. Organizational culture 

affects strategic leaders and their work, and their decisions and actions shape the 

company‟s culture. It influences how the company conducts its business and helps 

regulate and control the behavior of the employees, as such it can be a source of 

competitive advantage. A vibrant culture can in some cases be the most valuable 

competitive advantage for companies (Ireland, Hoskisson, & Hitt, 2009). 

 Company‟s reputation is an intangible resource and an important source of 

competitive advantage (Ireland, Hoskisson, & Hitt, 2009). Company‟s reputation is 

considered to be a valuable resource associated with linked to competitive advantage 

(Barney, 1991; Fischer & Reuber, 2007). A company‟s reputation is furthermore an 

indicator of the level of awareness which the company has been able to develop 

(Ireland, Hoskisson, & Hitt, 2009). Corporate social responsibility (CSR) is one way to 

develop a company‟s image and reputation. Porter and Kramer (2006) claim that CSR 

will become increasingly important for a competitive success. Each company should be 

able to choose a societal problem that provides the greatest benefit in terms of 

competitive benefits and which it is best equipped to help resolve (Porter & Kramer, 

2006). 

2.5 Pest Analysis 

To analyze market conditions Political, Economic, Social, and Technological (PEST) 

analysis is often used as a tool. Each of these categories involves issues which might 

affect the strategic development of a company (Barney & Hesterly, 2010). A newer 

framework does exist which is called PESTEL but that includes analysis of the targeted 

environment and legal environment. The researcher believes that analyzing the 

environmental and legal factors of entering Denmark is irrelevant. Boot Camp does not 

produce anything and therefore consideration of the environment is less important 

concern for them. Because Boot Camp is being franchised the legal side applies to the 

franchisee not the franchisor. The legal framework of the Nordic countries like Iceland 

and Denmark is similar, based both on historical ties of these two countries and the 

participation in the EU framework. PEST is a framework or a check list for macro-

environmental factors. The basic assumption behind PEST is that the success of a 
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particular company cannot be fully understood without having the information about its 

business environment. PEST analysis assumes that certain external and indirect 

circumstances which characterize the business environment can have an influence on 

company‟s capability to produce value. Therefore PEST provides an overview of the 

business environment to assess it (Peng & Nunes, 2007). The analysis relies on past 

events and experience and uses them to predict about the future. To define market 

conditions in Iceland, and later on Denmark, PEST analysis is used. PEST stands for 

(Hollensen, 2011): 

 

 Political/legal: provides understanding of the political and legal system, such as 

taxation policy, corporate laws, and regulations to start a new business. 

 Economic: shows evolution of the economy, like interest rates, national income, 

and inflation. 

 Social/cultural: shows customer demographics, such as income, rural-urban 

segmentation, and healthcare. 

 Technological: provides information about technological policies, patents, and 

innovation. 

 

The international political environment is very complex as it involves domestic, foreign, 

and international politics. Managers have to monitor the policies and the stability of the 

government in each country they are operating to determine the potential for a political 

change which could affect the business. Every country has some political risks but they 

vary between countries but a country that has a history of political stability has a very 

low political risks. The political risks can be studied by using the following factors: 

 

 Government policy change 

 Government stability 

 Foreign government economic management quality 

 Host country‟s attitudes toward foreign investment 

 Relationship between the host country and the rest of the world 

 Relationship between the parent company‟s government and the host country 

government 

 Attitudes toward foreign personnel 
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 Government closeness to people 

 Fairness and honesty of administrative procedures. 

 

These factors vary in importance between countries and companies but it should be 

advisable to consider all of them to ensure a complete knowledge of the political 

situation in a target country. The economic environment determines the market potential 

and opportunity. Population and average income are important factors to evaluate the 

potential purchasing power. The formal methods to measure the economic development 

in other countries include: national production and purchasing power parity. 

Social/cultural factor involves understanding the personal values and accepted norms in 

a given country. Classifying cultures is important for developing marketing and 

advertising strategies (Hollensen, 2011). The technological factor is one of the forces 

shaping people‟s lives. It can reduce costs, improve quality, and be the force for 

innovation. The following trends should be monitored in technology: the pace of 

change, innovation opportunities, research and development budgets, and increased 

regulation (Kotler & Keller, 2006). 
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3 Research 

This thesis is focused on three aspects; exploring internationalization theories, exploring 

different entry modes, and finding competitive resources in the case of Boot Camp 

which could possibly deliver competitive advantage. The theoretical chapters above 

explained the ideology behind each theory. The research is intended to identify the 

competitive resources of Boot Camp. The results of the research will be explained in the 

following chapters. First the research process will be explained. The Case studies are 

then introduced along with market conditions in each country. Then the results are 

explored and divided into four different themes. 

The first theme is the background of the people within Boot Camp; the purpose 

is to figure out if there are certain mutual elements that identify people training at Boot 

Camp. These results can then further be used to identify characteristics of current and 

future customers at Boot Camp. 

The second theme is Boot Camp‟s image; this theme explores how Boot Camp is 

perceived by its employees and practitioners at Boot Camp. 

The third theme is the competitive resources of Boot Camp and by identifying 

them they can possibly be enhanced for gaining a more competitive position. 

The fourth theme is about franchising and explored how satisfied current 

franchisees and employees have been with the cooperation with Boot Camp‟s 

headquarters. It also explores the advantages of franchising as an entry mode for Boot 

Camp. 

The former case study covers the company Boot Camp Iceland. The history and 

development is covered briefly as well as explaining the services offered by the 

company. Market conditions in Iceland are explored next followed by a chapter about 

current operating Boot Camp branches and their experience of cooperation with the 

headquarters. Then entry and expansion modes in the case of Boot Camp are explored. 

The results of the interviews regarding the background of Boot Campers and the 

company image are put forward in chapters 3.2.4 and 3.2.5. 

Chapter 3.3 covers a second case study, Budz Boot Camp in Denmark, followed 

with a PEST analysis of the Danish market. Results from the interviews about the 

background of Budz Boot Camp‟s members and the company‟s image are put forward 
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in chapters 3.3.2 and 3.3.3. Finally, chapter 3.4 covers the companies‟ overall 

competitive resources. 

3.1 Research Method 

Research preparation started in November 2010 when the researcher contacted Arnaldur 

Birgir Konráðsson, one of the owners and founder of Boot Camp Iceland, and 

approached the idea of writing a master‟s thesis in cooperation with Boot Camp. During 

spring 2011 the researcher started exploring possible angles for the thesis with the aid of 

the supervisor, along with searching for literature and by the end of summer 2011 the 

research proposal was submitted. 

Thirteen people were contacted first through email to set up an interview 

schedule and later were interviewed both in Iceland and in Denmark. The individuals 

were chosen with assistance from Arnaldur Birgir, and Aníta and Nick. The researcher 

had good access to the owners of Boot Camp in Iceland as well as in Denmark. 

Everyone who was contacted was positive towards the research and showed interest in 

the subject. The researcher furthermore had the opportunity to explore the branch in 

Denmark in person, by interviewing both the owners in Denmark as well as Icelandic 

and Danish practitioners and by participating in an exercise at Budz Boot Camp. 

The interviewees received an informal email from the researcher asking for 

permission for an interview, which was replied to and then a meeting was set up. The 

email explained that the interview regarded the internationalization of Boot Camp. The 

people who were interviewed are connected to Boot Camp in many different ways and 

they are residents both of Iceland and Denmark. Not only were the owners interviewed, 

but also employees and practitioners. The research was conducted in-person and over 

the phone, both in Iceland and in Denmark. Almost every interview in Iceland, except 

for one, was conducted in person and half of the interviews regarding the operation in 

Denmark were performed face-to-face. Location of every interview varied based on 

what was most suitable for the interviewee at each time. The research was conducted 

both in Icelandic and in English. The interviews, which took place from September 

2011 to December 2011, were recorded on a Dictaphone with permission from the 

interviewees, copied in writing and finally analyzed. The questions were open-ended 

which gave the interviewees the opportunity to express themselves based on their own 

personal feeling. Results of the research were analyzed according to research methods 



Research  56 

 

Reykjavík University  January, 2012 

of qualitative studies, meaning the answers of the research are subjective and 

interpretative. 

The research involved 12 semi-standard interviews with 13 interviewees 

connected to Boot Camp in Iceland and in Denmark. Seven of the interviewees are 

Icelandic and five are Danish, eight of them are Boot Camp practitioners, one is the 

owner of Boot Camp Iceland, one is currently an employee of Boot Camp Iceland but 

also has experience of running a Boot Camp operation in a rural area, one has been 

running a Boot Camp operation since 2008, and two of them are running the operation 

in Denmark. Everyone was interviewed only once except for Arnaldur Birgir, his 

interview was more extensive mainly because he is one of the founders of Boot Camp 

and provided a great amount of information about the company. The interviews were 

from being 12 minutes long up to 54 minutes. Their total time was five hours, 36 

minutes, and 12 seconds and the transcribed pages of the interviews were 124 in total. 

3.2 Research Results 

When analyzing the interviews, the results were divided into four different themes. The 

questions were used to analyze how people‟s background within Boot Camp is, how 

Boot Camp‟s image is perceived, which the competitive resources within Boot Camp 

are, and how the experience of franchising Boot Camp has been. Table 1 shows how the 

questions were divided into the four different themes and the questionnaire can be seen 

in appendix 1. 

 

Table 2. Boot Camp questionnaire. Themes and questions. 

 



Research  57 

 

Reykjavík University  January, 2012 

3.3 Boot Camp Iceland 

Boot Camp‟s case study is mainly based on interviews with the owners, employees, 

franchisees, and practitioners at Boot Camp, both in Iceland and in Denmark as well as 

information retrieved from the company‟s web site. 

Boot Camp is a fitness company which was founded in 2004 by Arnaldur Birgir 

Konráðsson and Róbert Traustason. The concept of Boot Camp is to offer a highly 

developed exercise program based on the knowledge and exercises developed by Róbert 

and Arnaldur Birgir, which comes as close to personal training as it can but with 

emphasis on team work and social aspects (Arnaldur Birgir Konráðsson, personal 

communication, December 3, 2011). The foundation for Boot Camp‟s training system 

derives from the time when Arnaldur Birgir attended a course for life guards in Britain 

and South-Africa. These courses were taught by members of Special Forces and when 

Arnaldur Birgir returned to Iceland he made use of his experience of strict physical 

training and the discipline which was apparent during his training period. He started 

changing the emphasis of his training methods as a personal trainer and at the started 

coaching Róbert. They begin training together and together they developed the ideology 

and the training method which is known as Boot Camp today (Boot Camp, n. d.). 

Their vision, as stated on their web site, is the following: 

 

We will continue to aim high and we aim even higher than before, whether it 

involves each ones personal goals, groups performance during training, or the Boot 

Camp concept. We adjust to changing times and we are always ready to take the 

next step, no matter where it might lead us. Stagnation is something we don‟t know 

and we strive to be always leading where we challenge physical and mental 

limitations of everything we do (Boot Camp, n. d.). 

 

Twenty people registered for the first seminar but today there are over 1.000 

practitioners at Boot Camp headquarters in Reykjavík (Boot Camp, n. d.), but in 

addition to the headquarters, Boot Camp branches are operated and located in Akranes, 

Bifröst, Hella, Hveragerði, Hvolsvöllur, Selfoss, and the latest addition in Copenhagen 

(Boot Camp, n. d.). Boot Camp‟s headquarters are currently located at Suðurlandsbraut 

6b in a 623.4 m
2
 (Þjóðskrá Íslands, n. d.) building but as of January 2012 the 

headquarters will be located at Rafstöðvarveg 9a in a 1203.5 m
2
 building (Þjóðskrá 

Íslands, n. d.). Currently there are about 10 job positions within Boot Camp Reykjavík, 

but branches outside Reykjavík operate independently. Boot Camp has furthermore 

published two workout books, which both have been a success, the first one was sold in 

1.500 copies and the second one was just published in 2010 and is still in sale. Besides 
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seminars at Boot Camp they also offer company trainings, they go into companies 

during the working hour and coach the employees, which Arnaldur Birgir states is a 

large part of their business today. Marel, an Icelandic company which produces 

manufacturing equipments for fish, meat, and poultry (Marel, n. d.), is for example 

starting their sixth year in company training (Arnaldur Birgir Konráðsson, personal 

communication, September 1, 2011). 

Boot Camp offers different training groups. Beside a regular Boot Camp 

seminar, which is what they initially started out with, they also offer BC Elite, BC 

Grænjaxlar (e. Rookies), BC Skæruliðar (e. Guerilla), BC Outsiders, and CrossFit BC. 

BC Elite is the next step for Boot Camp members. Members have to pass a certain elite 

test in order to qualify to this group and once they have passed this test they receive 

more challenges according to their capabilities in every practice. BC Rookies is a 

solution for people who have not been working out for a long time and choose to get an 

adjustment period before registering to a normal Boot Camp seminar. BC Guerilla is a 

training program for kids. BC Outsiders are workouts for people who wish to train Boot 

Camp outside no matter what the weather is. And finally, CrossFit BC is for people who 

wish to train CrossFit. CrossFit is a training method which originated in the USA and 

has been growing in popularity in recent years (Boot Camp, n. d.). 

3.3.1 Icelandic market 

After a decade of strong economy growth, Iceland hit the financial crisis in 2008 

because of the collapse of the banks. Despite of this there are apparent signs that the 

Icelandic economy is now on its way to recovery. Unemployment has been rising since 

the collapse and it is believed that it might take several more years before it begins to 

dwindle (Euromonitor, 2011a).  

The PEST framework helps to map the existing and potential business environment. 

The political environment in Iceland has been favorable for companies over the last 

decades. The government has been stable, tax policy favorable for companies, the 

economy has been open and business transactions have been easy, because Iceland is a 

member of the EEA among other things. The legal environment in Iceland has been 

formed by regulations of the European Union because of the EEA agreement. These 

aspects have been affected by the economic crisis of the last couple of years but one 

cannot know if they have been affected permanently or not. The economic environment 

has also been favorable for companies for these last couple of decades but since the 

collapse of the banks the situation has change. Access to credit has been difficult and 
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interest rates have been high since the collapse of the banks. Unemployment in 2010 

was on average 7.6 percent in the whole of Iceland and 8.6 for the great Reykjavík area. 

Unemployment is higher among young people in the ages of 16 to 24 years old which 

accounts for 16.3 percent in the great Reykjavík area and 16 percent in rural areas 

(Hagstofa Íslands, 2011a). 

Iceland is a modern welfare state and guarantees its citizens access to healthcare, 

education, and social security. Expenditures on health, education, social security, 

welfare, and other social affairs accounted for over 28 percent of GDP in 2009. Life 

expectancy in Iceland is among the highest in the world. The standard of education is 

high in Iceland and public education is mandatory for children from the ages 6 to 16 

years. University enrolment of people which complete secondary education, four years 

of college, has increased substantially through last couple of years. In 1997, 21 percent 

of the population had a university degree but in 2007 this number had increased to 30 

percent (Central Bank of Iceland, 2010). Average wages in Iceland in 2010 were 

438,000 Icelandic kroner per month, which is an average of professions such as 

specialists, CEOs, and working people (Hagstofa Íslands, 2011c). Icelanders are hard 

working people and usually work longer days compared to some of its neighboring 

countries. In 2007, for example, Icelanders worked 157 more hours than the Danish 

over the year, and 309 more hours than the Norwegians. 

Overweight and obesity seem to be more of a problem in Iceland than for 

example Denmark and Norway, 60.2 percent of Icelanders are either overweight or 

obese while this number amounts to 46.7 percent in Denmark and 46 percent in Norway 

(OECD, 2011). Reasons behind this are not known, but might either have to do with 

exercise or diet, but Danish use bicycles more than Icelanders and Norwegians are 

known for their ski sports. Information and communication technology (ICT) 

penetration rates were highest in Iceland in 2009 where 92.5 percent of households in 

Iceland had access to a home computer, compared to 86.2 percent in Denmark and 87.6 

percent in Norway (OECD, 2011).  

Iceland is categorized as innovation-driven economy by the World Economic 

Forum (WEF) global competitiveness index. WEF global competitive index is based on 

a study which is intended to measure a global competitiveness. Economies receive 

scores which are based on the country‟s stage of development. Each pillar of 

competitiveness measures a different aspect of competitiveness. The size of the 

Icelandic market is rather small, as it is ranked number 128 out of 142 economies. But 
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although the market is comparatively small Iceland ranks 30 out of 142 economies in 

the overall competitive index. Only two years ago Iceland was ranked 19 on the Global 

Competitive Index. Despite the difficulties, Iceland still is benefitting from competitive 

strengths in moving towards a more sustainable economy. Iceland has an excellent 

educational system at all levels and an innovative business sector which are considered 

to contribute to sustaining a competitive advantage. But stated in the report, “persisting 

macroeconomic weaknesses and weakened financial markets continue to be areas of 

concern” (Schwab, 2011). The telecom market in Iceland has the highest penetration of 

internet, mobile phone, and broadband and fiber optic connections in the world. Nearly 

all internet connections in Iceland are high-speed connections and about 90 percent are 

regular users. In 2009 the European Information Society conducted a research and their 

findings were that 68 percent of internet users in Iceland had medium to high level of 

internet and computer knowledge and literacy (Central Bank of Iceland, 2010). 

Iceland has 318,452 inhabitants of which 118,898 live in Reykjavík (Hagstofa 

Íslands, 2011b). With that being said the market is relatively small in Iceland but there 

is still a chance to get a bigger slice of the market-pie. 

In 2010 Boot Camp had an internal service survey performed by the company 

Outcome for their practitioners through email. Outcome is a company that specializes in 

e-service software and execution (Outcome, n. d.). The survey was intended to measure 

members‟ satisfaction of the service level provided at Boot Camp. Their sample 

involved 865 people but 528 replied, about 61 percent of the total sample. The survey 

was conducted over a week period, from June 9, 2011 until June 18, 2011. Their 

findings were that majority, 77.43 percent of the respondents, were in the ages of 18 to 

35 years old and just over half of the respondents were male, or 51.62 percent. The 

survey is not available to the public. 
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Figure 4. Age group division within Boot Camp (Outcome, 2010) 

 

Majority of the respondents have membership which is valid for one year. One 

interesting finding of the survey was that about 75 percent of the people who respondent 

had heard about Boot Camp through a family member or a friend, which is an obvious 

clue of how affective word-of-mouth can be. 

 

 

Figure 5. How did you hear about Boot Camp? (Outcome, 2010) 

 

Practitioners seem to be very satisfied with the workout method offered at Boot Camp 

where 99.43 percent claim the workouts to be either good or very good. Majority of the 

respondents feel that the service and training they get at Boot Camp is better than in 

other fitness companies which they had been a member of before joining Boot Camp. 
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Figure 6. Boot Camp members service satisfaction (Outcome, 2010) 

 

All in all results of the service survey were very positive for Boot Camp, which shows 

how satisfied their customers are with the service they are providing (Outcome, 2010). 

As said before the biggest age group at Boot Camp is people from 18 to 35 years old, 

which accounts for 83,135 people in all of Iceland and 33,990 in Reykjavík (Hagstofan, 

2011b). There aren‟t many researches that have been conducted about exercise activities 

among Icelandic people, nonetheless there is one source that states that 59 percent of 

people from 15 to 24 years old exercise at least 4 times each week and 42 percent of 

people from 25 to 44 years old (Hagstofa Íslands, 2004). 

 

3.3.2 Boot Camp branches 

Boot Camp branches are located all over Iceland but in order to be allowed to coach 

Boot Camp every trainer has to complete a special Boot Camp coach test. Each branch 

is operated independently and as franchise (Arnaldur Birgir Konráðsson, personal 

communication, December 3, 2011). Boot Camp Akranes has been operating since 

2008. The number of practitioners at Boot Camp Akranes has been increasing 

continuously since 2008. Branches outside of Reykjavík receive support from the 

headquarters in terms of access to workout programs, the opportunity to attend yearly 

training revision courses, connections in terms of discounts of clothes and labeling, and 

if there are any questions they always have the time to answer or find a solution. 

So far this system for franchising Boot Camp has proven to be successful; they 

have developed it through the years and still are. They are always improving their 

0% 20% 40% 60% 80% 100% 

Very satisfied 

Satisfied 

Neither nor 

Dissatisfied 

Very dissatisfied 



Research  63 

 

Reykjavík University  January, 2012 

system and always finding ways of how to improve it. Most of the branches that have 

been opened in Iceland are either still operating or had been for a couple of years 

(Arnaldur Birgir Konráðsson, personal communication, December 3, 2011). The 

franchise agreement between Boot Camp and the branches outside of Reykjavík 

involves: access to weekly exercises, use of the trademark/logo, a permission to 

advertise under the brand‟s name, access to all advertisement material, being a part of 

and available at the company‟s web site, having their own email address like 

vesturland@bootcamp.is, attending Boot Camp coach qualification test, attending 

coaching revision on a yearly basis, and get access to contracts they have established 

with other companies; for example they have a contract with the company Altis which 

provides them discount of clothes from Under Armour. For this Boot Camp receives 

certain payment every month (Arnaldur Birgir Konráðsson, December 9, 2011, personal 

communication). 

Franchising allows greater control compared to licensing. It involves low risk 

taking and is a low cost entry mode for the franchisor. Franchising allows Boot Camp to 

develop new and distant international markets rather quickly. Disadvantages of 

franchising could be lack of full control over the franchisee‟s operations which might 

result in problems with cooperation. If not done properly Boot Camp might face the risk 

of losing goodwill and losing their brand image. Boot Camp might also face future 

competition as a result of opening up their internal business knowledge (Hollensen, 

2011). 

 

3.3.3 Experience of Franchising 

Every Boot Camp branch is operated through franchising agreements. This is a contract 

which bears no financial commitments for the headquarters of Boot Camp and because 

Boot Camp can be operated without any exercise equipments it‟s also a low-cost start-

up for the franchisee. As one interviewee said it “…actually you can have a Boot Camp 

course anywhere, you just need a little facility.” There were five individuals questioned 

about their satisfaction with franchise agreements with Boot Camp. It seems like their 

system is working really well as all of them were satisfied with the cooperation with the 

headquarters. One of the franchisee‟s states that Arnaldur Birgir is not a built business 

man, but that he knows his own company and his heart is in it. 

Arnaldur Birgir is described as having his heart in his own business. All of the 

interviewees who answered the part about the cooperation between the headquarters and 
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the branches stated that they were very pleased with the cooperation. They have weekly 

email or phone communications and if the franchisees ever need anything Boot Camp 

assists them in any way they can. Arnaldur Birgir and Róbert are described as fair 

business men and the franchisees respect them for that. Arnaldur Birgir has been more 

focused on the business side than Róbert has been; therefore the franchisees mentioned 

Arnaldur Birgir more often and spoke very highly about him. But Arnaldur Birgir and 

Róbert seem to be the perfect combination for running Boot Camp, as different as they 

are. 

 

3.3.4 Entry and expansion modes: the case of Boot Camp 

Market entry mode is an important part of a company‟s foreign investment strategy. 

Companies need to consider which market to enter and how to enter it in a successful 

way. Because Boot Camp is a service company the researcher feels there are four 

options available which have already been mentioned above. Licensing is an agreement 

where the licensor (Boot Camp) grants a licensee (Aníta and Nick in Denmark) the 

rights to intangible asset for a specific time and the licensor receives royalties in return 

from the licensee. Licensing can be a good opportunity for a company that is either 

unable or unwilling to establish their own subsidiary abroad and enables it to enter a 

market which might have a high perception of risk. One of the advantages of licensing 

is that the licensee bears most of the capital needed to get the oversea operation going. 

The licensor does furthermore not have to bear any cost of development and risk 

associated with entering a new foreign market. Licensing on the other hand has some 

disadvantages. Firstly, the licensor doesn‟t have tight control over factors such as 

manufacturing/delivery of service, marketing, and strategy. Secondly, licensing limits 

the company‟s ability to coordinate their strategy and use profits earned in one market 

to support competitive attacks in another. The third disadvantage is the risk associated 

with licensing the know-how. Companies can quickly lose their control over their 

know-how by licensing it (Mottner & Johnson, 2000). Boot Camp could exploit 

licensing as a form of their entry mode as the licensor doesn‟t bear any costs associated 

with entering new international market. Although a low-cost choice of market entry is 

appealing the disadvantages might exceed the costs of the method. 

Franchising is a specialized form of licensing where the franchiser sells 

intangible asset to the franchisee and demands that the franchisee abides to strict set of 

rules as how they are supposed to do business. This method often involves longer 
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contracts than licensing. Franchising is mainly used by service companies, while 

licensing applies more to manufacturing companies. Franchising has been used as a 

major international strategy, giving the opportunity to build a global operation very 

rapidly and on a low cost. Franchising has also been favored by companies that don‟t 

possess strong financial assets. As with licensing, franchising inhibits the company‟s 

ability to take profits from one country and use it to support competitiveness in another 

country and quality control might get lost if the franchisee is not committed with 

fulfilling contract terms (Quinn & Alexander, 2002; Doherty & Quinn, 1999). 

Franchising provides similar advantages and disadvantages as licensing. But because 

franchising often involves longer contracts it secures that the business idea will not be 

“stolen” during the period of the business agreement. Through franchising the 

headquarters furthermore offer support to the branches and demand that the franchisees 

fulfill certain requirements, for example attending Boot Camp coach seminars and 

revision which is implied to keep the desired standards of Boot Camp coaches. 

Joint ventures bring benefits for the foreign company; they gain in terms of local 

partner‟s knowledge of the market, the culture, language, and political and business 

systems. Joint ventures with local partners furthermore face lower risk of being subject 

to nationalization. Joint ventures have some disadvantages nonetheless. The foreign 

company risks losing control of its technology to its local partner. Joint ventures don‟t 

give the company the control over subsidiaries needed to realize experience curve or 

location economies. The shared ownership can also lead to conflicts and battles for 

control if the companies invested in the joint venture have different views of the 

strategy (Hill, 2003; Bradley, 1977; Newburry & Zeira, 1977). A joint venture could be 

a viable option for Boot Camp if they have the financial capital needed. First they 

would have to find partners which they trust and would feel comfortable in forming a 

business relationship with. This could for example be the next step in Denmark if Boot 

Camp would wish to be a bigger part of the foreign operation, then they could invest in 

a joint venture with Aníta and Nick. 

A wholly owned subsidiary gives the foreign company full control of its 

subsidiary. It can establish a wholly owned subsidiary either by an acquisition of a local 

company or by building the subsidiary from scratch, Greenfield investment as it is 

called. With an acquisition the company gets instant access to the market but in return 

might either have to adjust to the local company culture or try to establish the desired 

company culture, which might prove to be difficult (Hennart & Park, 1993). Greenfield 
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investment on the other hand gives the advantage of forming a new corporate culture 

because there is none existing beforehand but existing local market knowledge might be 

less than if the company would be acquired (Newburry & Zeira, 1997). By establishing 

a wholly owned company gives Boot Camp full control. If the foreign subsidiary in for 

example Denmark would be extremely profitable they could use that profit to enhance 

their competitive position elsewhere. This option involves a high degree of financial 

commitment which Boot Camp is probably not capable of doing given their position 

today. 

Which entry mode is chosen depends on different factors; financial capital being 

one of them along with risk factors. Companies with large financial capital might prefer 

a wholly owned subsidiary; they are less sensitive to the risk of financial loss or 

investment failure than smaller companies. All of the entry modes listed above have 

their own advantages as well as disadvantages that need to be carefully considered and 

evaluated on a specific company basis. What might apply for one company might not 

necessarily apply for another company, although they could both be within the same 

industry. Choosing an entry mode also depends on the risk the owner is willing to take 

and perception of market risks varies based on the owner‟s personal experience and 

opinion. Entry mode strategy might furthermore change once a certain experience has 

been gained from internationalization. If a company might prefer licensing for its first 

experience of internationalization it might choose a joint venture later on. There is no 

right or wrong way in choosing the entry mode; it has to be based on every company‟s 

needs. Today Boot Camp uses franchising as their strategy to expand. This method has 

been successful and based on the researcher‟s interviews both parties have been very 

satisfied with the cooperation. For their first international expansion they use the 

franchise method but after gaining more experience of the internationalization process 

they might prefer to use a different strategy, only time can tell. 

3.3.5 Background of “Boot Campers” in Iceland 

Boot Camp has been operating in Iceland since 2004 and therefore has members which 

have been training Boot Camp for few years. The goal of asking background questions 

is to gain a better understanding of the interviewees‟ personality and if their background 

might provide some explanation why they prefer Boot Camp over other sports. Most of 

the people who were interviewed in Iceland had a background playing team sports such 

as football and handball. One of the interviewee also stated that many of the people 

training at Boot Camp which he knew came from team sports such as football and 
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handball, those people were used to taking orders from a coach and had had trouble 

exercising on their own. Many of them had tried many different things in exercise but 

were never fully satisfied until they found Boot Camp. 

 

I had been playing football all my life, actually. Then I stopped when I turned 25 

years old and was really looking for something to replace it. Had been a member 

here and there at different gyms but never found anything I liked. Then I tried fitness 

box at Planet Reykjavik, liked it and then saw an advertisement, or was dragged to 

Boot Camp. Which was at that time partly fitness box and push-ups and pull-ups and 

stuff like that. They advertised themselves in that way to some extent in the 

beginning. And so I've just been there ever since (Interviewee 1). 

 

In this case, as was later discovered during the interview, the interviewee was seeking a 

team sport. He had been playing team sports for all of his life and was missing that from 

going to a regular gym. One of the interviewee did not have any training experience 

from team sports before Boot Camp but he had been practicing swimming when he was 

younger. Therefore he had a connection to competing in sports but Boot Camp‟s 

exercises sometimes involve competitions between groups or individuals. Five 

interviews were conducted in Iceland and of which only one did not have experience 

from training or playing team-sports. People in Iceland might prefer Boot Camp 

because of their emphasis on team work and competition, both within groups and 

individually, based on their training background. One of the interviewees practiced 

swimming when he was younger and heavy weight lifting once he quit swimming. 

 

I started training swimming when I was 8 years old and quit when I turned 18. Then 

after that I just doing heavy weight lifting until I was around thirty years old and 

when I turn 33 years old I started competing in fitness and from that time start to 

change my exercise program more towards endurance exercise and more towards a 

body building style. And that is my workout until 2008, which is the last time I was 

competing within that field and since then I have been competing in 

“Þrekmótaröðin” (Interviewee 4). 

 

In this case the interviewee had been competing, individually for all of his life, first in 

swimming competitions and later in fitness competitions. In Boot Camp he found a 

sport where he could continue compete individually. He also stated later in the 

interview that the Boot Camp exercises have proven to be a great way for him to keep 

his back problems down as he has been dealing with slipped disc since he was 18 years 

old. He feels his back has never been better since he started doing Boot Camp. The Boot 
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Camp exercises focus on training every muscle with your own bodyweight and 

therefore limit injuries which are more common in heavy weight lifting. 

One of the interviewee started training at Boot Camp in 2008 aside to training 

football. She liked their concept so much that she gave football up and started training 

solely Boot Camp. Today she is one of the coaches at Boot Camp Iceland, has been 

competing with the CrossFit Boot Camp team in Europe and USA, and she used to host 

a seminar before that in a town outside of Reykjavík. Although the majority of the 

interviewees had their background in team-sports it is not absolute that everyone within 

Boot Camp does. According to the interviewees there are a lot of leaders within Boot 

Camp, some even say that Boot Camp might even create leaders. The people 

interviewed both in Denmark and Iceland, had almost all been training some kind of 

competition sport before Boot Camp. 

3.3.6 Boot Camp’s image in Iceland 

Boot Camp has been operating since 2004 and has managed to create a community 

within the company. The founders of Boot Camp have managed to create an exercise 

company which not only stimulates the physical part of its practitioners but also the 

mental part. When asked to describe what Boot Camp is, everyone expressed their 

satisfaction with the workout program. One put it like the following: 

 

For me, Boot Camp is a lifestyle, it is a way towards a healthy life, and it‟s a way to 

balance my life. By being in a good shape makes me feel good and it can bring 

balance to everything in my life, my diet is balanced. After I started training at Boot 

Camp somehow I just started feeling very well and so I just kept on training there 

(Interviewee 1). 

 

The general perception among the interviewees is that everyone can do Boot Camp and 

people should not be afraid of it. No matter how bad the physical shape is, everyone 

should be able to start from scratch and work their way up in strength. One might 

wonder why people should be afraid of an exercise program but, as stated in many of 

the interviews, Boot Camp is hard and it‟s supposed to be hard because you push 

yourself to the limits and receive greater results instead. One interviewee states that 

when she was starting at Boot Camp their reputation was that people usually would 

throw up or pass out after their first few times, and everyone would be shouting at you. 

But today, after being involved with Boot Camp since 2008, she feels that their 

reputation has changed or at least her perception of the company has. Today they are 
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offering easier courses for beginners, such as Rookies (Grænjaxlar), where people are 

able to take their first steps in exercise. Her feeling is that Boot Camp is more about the 

social aspect today than it was in the beginning, everyone is welcome and it‟s a lot 

about team-work. But although the reputation has changed a bit since Boot Camp 

started, the reputation is still supposed to be that it‟s a difficult exercise program and 

they wish to keep it that way. The trainers at Boot Camp put a lot of effort into creating 

a pleasant environment for the practitioners and put an emphasis on maintaining a 

personal relationship with the customers. They try to keep the exercises diverse and 

enjoyable, and their motto is that everyone should be able to do it. 

 

Boot Camp‟s reputation, as I hear it from others outside of Boot Camp, is twofold. 

On the one hand, they feel that Boot Camp borders on being a cult or people are a 

little bit afraid of it; they feel like there are certain types within Boot Camp. They 

are a bit frightened, think that people are literally being pushed and yelled at and that 

you have to be a semi masochistic to be in Boot Camp. And on the other hand, 

which I believe is the majority, see Boot Camp as a community a little homelike, 

and much closer and homey than other fitness centers. Of course they have done 

some things to make it that way, they are very personal in everything they do, both 

Róbert and Arnaldur Birgir, and do everything they can to make everyone feel like 

they are part of the team and which they have succeed (Interviewee 1). 

 

People within Boot Camp sense that people outside of Boot Camp are afraid of the 

exercise program, that they feel like they are not good enough or it‟s too hard for them. 

Just signing up for a Boot Camp course is a victory for many people, because they are 

taking a step which they thought they couldn‟t do. Some of the people within Boot 

Camp which were interviewed felt that way in the beginning but have learned from 

experience that sometimes perception of things aren‟t the reality. To their knowledge 

most people associate Boot Camp with military training, which it is partly based on. By 

keeping the reputation that Boot Camp is hard creates excitement, not only are the 

members getting access to an exercise program, they are also getting a unique 

experience. An exciting brand is a resource which could be used to enhance competitive 

advantage. Interviewee 6 runs his own Boot Camp branch in Iceland; he feels that Boot 

Camp has succeeded in building a strong brand with their presence for the past eight 

years. Judging from the interviews, Boot Camp has a very high level of awareness 

within Iceland. The interviewees all believed that everyone they knew had heard of the 

company although they might not know what is involved in the exercises. 

 When asked about Boot Camp‟s uniqueness compared to other fitness centers 

the interviewees mentioned diverseness in exercises, a great extent of cooperation, and 
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the social aspect of Boot Camp. Some of them mentioned the closeness between the 

coaches and practitioners, and the personal atmosphere within Boot Camp. 

 

I would have to say it is the Boot Camp Spirit, Boot Camp is kind of like a 

community and people are used to working together in a team, helping each other, 

helping each other get through different tasks. It is not so much based on individual 

performance; generally you are not working alone, always with someone. This is 

perhaps most evident on tournaments. If you go to a tournament (i. þrekmót) then 

people from Boot Camp are usually up-front in number, encouragement, and in 

success. And I think this is the key to success with Boot Camp that they have 

somehow managed to generate this atmosphere which they have created among the 

people, people bind semi brotherhood within Boot Camp (Interviewee 1). 

 

Róbert and Arnaldur Birgir have managed to build up a special atmosphere within Boot 

Camp; they have been able to create a community. This atmosphere can be described as 

a type of company culture. But with Boot Camp the company culture spreads further 

than its employees, it also affects its members. When asked to describe a person who 

trains Boot Camp (a “Boot Camper”) one interviewee describes her like the following: 

 

A Boot Camper could be anybody really, and age really doesn‟t matter, can be 16 

years old and fifty. It's just something about the dedication, not giving up and 

continuing and to encourage each other. When you see new people beginning at 

Boot Camp, then they are new and lay low and say little. So maybe after one course 

everyone is at the same place shouting at each other and saying “good on you” and 

encouraging. Yes, just motivation and perseverance and not giving up, not whining. 

Just a fun group of people and I don‟t feel that there is any special age difference 

(Interviewee 2). 

 

The atmosphere at Boot Camp is described as encouraging and motivating. When 

interviewees were asked to describe a Boot Camper, it was more common that 

characteristics were mentioned than for example physical condition. 

 

I would describe a “Boot Camper” as a person who is very competitive and ready to 

tackle anything, positive and willing to cooperate, willing to work with anyone, 

someone who possesses great flexibility, people who are positive and courageous. I 

think that is Boot Camper (Interviewee 3). 

 

One interviewee felt that the Boot Camp was superior to other fitness centers because of 

the personal interface which members of Boot Camp receive from their trainers. The 

trainers at Boot Camp learn the member‟s names which is not that common and perhaps 

impossible at larger fitness centers. At Boot Camp they feel that other people notice if 

you miss a practice and that it matters that they show up, which is a feeling they don‟t 
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get at larger stations. One interviewee stated that as times are changing exercise models 

follow and today people prefer to exercise in groups. He also believes that Boot Camp 

and CrossFit are gradually increasing in number of members at the cost of larger fitness 

centers. These fitness centers are very well aware of the development within the fitness 

industry as they have now started offering CrossFit courses and “military training” in 

order to fight the competition. 

Some of the interviewees believe that Boot Camp would not be as successful if it 

wasn‟t for Arnaldur Birgir and Róbert. They are respected within Boot Camp, both by 

its members and its employees, and valued more than they probably realize. All of them 

describe their attitudes like “everything will be ok”, if someone had a favor to ask of 

them or advice then they are always prepared to provide their help because nothing is a 

problem. The same goes for other members within Boot Camp; they are willing to help 

Arnaldur Birgir and Róbert as much as they can. One interviewee described Arnaldur 

Birgir as the following: 

 

Arnaldur Birgir is very fatherly figure, he is kind, kind of like a teddy bear, everyone 

likes him and he is always encouraging, always taking care of that is ok, he's just a 

very warm person. I think there is no-one within Boot Camp that has ever been 

angry with Arnaldur Birgir or become dissatisfied with him, he somehow manages 

to motivate people in such a way that it does not affect them in a bad way, there is 

no hardness or anything, and he has quite an amazing ability to see what people 

really can handle. No matter what level they are at, whether they are beginning or 

whether they are advanced, he has the ability to see exactly what the person can 

tolerate and manages to push the individual farther than he would do himself, 

without being a brute about it or any such thing, just by encouraging. And people are 

willing to do very much for Arnaldur Birgir (Interviewee 1). 

 

Another interviewee describes Arnaldur Birgir as the following: Arnaldur Birgir is a 

genuinely good man, I don’t think he can be described otherwise. He is incredibly kind-

hearted, he takes everyone in with open arms, it’s like he’s everyone’s dad at Boot 

Camp. But yes, genuinely good man (Interviewee 3). 

 

When asked to describe Róbert interviewee 1 states the following: 

 

Róbert is a completely different type. Róbert is very accurate, with much impetus 

and he is always thinking, always inventing new ways, new challenges, he is very 

determined, he makes tremendous demands of himself and he also makes very high 

demands of others. He encourages extremely much, and really appreciates it if 

people work hard. Not everyone might like it, because he demands so much of 

people, people may feel occasionally that he is too hard on them and people take it a 
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bit personally at first. If they were not there then Boot Camp actually would not be 

what it is today. These two types, as different as they are, make Boot Camp work. 

Boot Camp would never be successful if it wasn‟t for them, they would never be 

able to sell Boot Camp and it would continue to do so well, I do not believe it. They 

are actually the “Boot Camp” and they work really well together as different as they 

are. But they're both very determined, very dedicated each in his own way, I do not 

know how to describe them better. They both have this quality of offering this 

personal service and a good service-mood. It wouldn‟t have worked otherwise, 

people feel very good there (Interviewee 1). 

 

Interviewee 2 has similar opinions to interviewee 1: 

 

I think that Róbert is also great, but in a totally different way than Arnaldur Birgir is. 

Róbert is more preoccupied in his own things, he‟s very different from Arnaldur 

Birgir, Arnaldur Birgir always notices the people when they enter Boot Camp and 

nods or waves or something. Róbert is more preoccupied with his own things, he‟s 

not necessarily wondering who is passing by but when he is not busy with the 

computer or doing something then he chats and is also encouraging. During 

practices he walks between people and motivates and tells you to do more of 

something or do it differently. Róbert is much more and has been involved with the 

coaching side than Arnaldur Birgir is (Interviewee 2). 

 

Other interviewees of this research describe them in a similar manner; as great persons 

although in a very different way. Arnaldur Birgir and Róbert seem to be a big part of 

Boot Camp‟s success as their personal aspects interlace to the company culture; they 

form the company culture with their own personal attributes and exude to members of 

Boot Camp. Boot Camp organizes annual social gatherings every year. They organize 

the annual festival as so many companies organize every year for their employees, but 

Boot Camp‟s festival is not only for its employees, it‟s also for their members and 

spouses. 

Members of Boot Camp get together every year before Christmas and start the 

day with an exercise which is called the Christmas game. Later that same day they have 

a family program at Boot Camp where they, among other things, gift-wrap Christmas 

presents which are given to the less fortunate. This is an act of corporate social 

responsibility (CSR). Protecting and improving company‟s reputation is perceived to be 

necessary maintaining a good public relationship and moreover for competitive 

economic performance. Arnaldur Birgir and Róbert can therefore be seen as resources 

which bring Boot Camp a competitive advantage. They are the ones that form the 

culture within Boot Camp. Therefore a lot of attention needs to be devoted to 

implementing desirable company culture at Budz Boot Camp and at other Boot Camp 

branches. All the interviewees spoke very highly of them and many of them stated that 
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they would balance each other. Arnaldur Birgir has the caring part and Róbert motivates 

and is the one who keeps the atmosphere as it is during the training. 

3.4 Budz Boot Camp in Denmark 

Boot Camp‟s branch in Denmark is named Budz Boot Camp and is located in Amager. 

“Budz” is supposed to stand for buddies. Arnaldur Birgir and Róbert decided to change 

the name internationally to protect their brand and because the words “boot camp” has 

so many different meanings abroad. They decided to enter the international market 

through Denmark because of Nick Watkins and Aníta Watkins, the people behind Budz 

Boot Camp in Denmark. Arnaldur Birgir and Róbert have had many enquiries from 

former members to start Boot Camp operations overseas but never found the right 

candidates for the oversea operation. Arnaldur Birgir has a lot of experience in the field 

of fitness industry as he has been working within the industry for over eight years. He 

states that Denmark is a good market because it has been experiencing an upswing these 

last couple of years. He furthermore states that they would not have taken this step 

towards internationalization if they hadn‟t found the right people for it; Nick and Aníta 

(Arnaldur Birgir Konráðsson). 

Nick has some experience from working within the fitness industry. He started 

out as a fitness instructor and later went on to be a personal trainer. His personal athletic 

background comes from mountain biking and training in a fitness center. Aníta‟s 

background comes from dance and gymnastics. For the last couple of years they both 

have been training regularly at fitness centers in Denmark. Aníta got to know Boot 

Camp through a family member which had received great results after training at Boot 

Camp. They both feel that Boot Camp is a great concept and think it will be a success in 

Denmark. Nick and Aníta both attended Boot Camp coach course in Iceland before they 

started their operation overseas. They have had a very good cooperation with the 

headquarters and feel that they probably had not gone into this business if it hadn‟t been 

for Arnaldur Birgir. They feel safe in the cooperation they have established with Boot 

Camp in Iceland and have trust in their business relationship. Budz Boot Camp opened 

on September 12
th

 2011 in Denmark. Around 14 people signed up for the first seminar 

and today, only three months later, there are about 38 members practicing Boot Camp in 

Denmark. Their facility is smaller than current headquarters in Iceland but it is very 

similar in design. They are located very close to the beach and use the nearest 

environment of the company for exercises. Currently they are the only employees of 

Budz Boot Camp but they will need an extra help starting next. They‟ve received 
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support and guidance from Boot Camp‟s headquarters, they for example receive 

exercises weekly but are not obligated to use them (Aníta Watkins and Nick Watkins). 

3.4.1 Danish Market 

Iceland was a part of the Danish rule from 1380 until 1944 (Central Bank of Iceland, 

2010) and many Icelanders attend and have attended Danish universities through the 

years. There is a close connection between these two countries and the psychic distance 

is relatively low for almost every Icelander learns Danish or other Scandinavian 

language in school. Around 5,579,204 people live in Denmark of which 528,000 live in 

Copenhagen and 1,180,000 in the broader Copenhagen areas (Statistics Denmark, 

2011). 

To further understand market conditions in Denmark PEST analysis will be 

used. The political environment in Denmark is similar to the Icelandic one. Denmark 

has a monarchy which is ruled by Queen Margarethe. Her role is similar to the role of 

Icelandic presidents. Denmark is more densely populated than other Scandinavian 

countries, where about 127 inhabitants dissipate on average on every km
2
. Of the total 

population in Denmark 34 percent live in Copenhagen compared to 63 percent of the 

Icelandic population which live in Reykjavík (Einarsson, 2008). According to report by 

the World Economic Forum (Schwab, 2011) tax rates and regulations cause the most 

problems for doing business in Denmark. The corporate income tax rate in Denmark is 

25 percent compared to 15 percent in Iceland. The Danish government encourages 

foreign investment in Denmark. Denmark offers companies a well-developed 

infrastructure is designed to encourage trade and investment in the country. It is a 

member of the European Union (EU) single market and although agreements within the 

EU, World Trade Organization (WTO), and General Agreement on Tariffs and Trade 

(GATT) have brought down most tariffs and non-tariff barriers, there are still some 

industries in Denmark that remain heavily protected. In the World Bank‟s report “Ease 

of Doing Business Report 2010” Denmark ranks 6
th

 out of 183 countries in ease of 

doing business, which makes it the second best country to do business in of the 

European nations (Schwab, 2011). 

Denmark has an open economy; it does not discriminate against foreign 

investors and expatriates get special tax regime. Although encouraging foreign direct 

investment (FDI), it only accounted for 3.2 percent of gross domestic product (GDP) in 

2008 (Euromonitor, 2010). The Danish currency is pegged to the Euro, which provided 
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some shelter to their currency during the recent crisis (Euromonitor, 2011c). Average 

wages for one year in Denmark was 375,153 Danish krone in 2009, which would 

correspond to monthly payments today of 669,710 Icelandic kroner, about 53 percent 

higher than in Iceland (OECD, n. d.). 

Around 75 percent of the Danish population is employed and working conditions 

in Denmark are generally good. Unemployment rate is 8.0 percent in 2011 and is 

estimated to decrease to 5.3 percent by 2015. The education system in Denmark offers 

primary and secondary schools free of charge as well as student support and student 

loans for higher education. Children are obligated to attend school for 10 years from the 

age of 6. Universities in Denmark are free of charge except for students from outside 

the EU who have to pay to attend the universities (Euromonitor, 2011b). 

In 2004 Danish people spent about 10.3 percent of the total consumer 

expenditure on leisure and recreation which ranked them number 8 in Europe 

(Euromonitor, 2005). Danes are becoming increasingly interested in health and 

wellness, partly because of the government‟s national health campaigns against public 

smoking, heavy drinking, and obesity. Danish children are normally introduced to 

sports through primary schools. 

Over 56 percent of adults over 15 years old exercise at least once a week. The 

main reason for not exercising more was stated to be because of lack of time. The most 

popular sports in Denmark among adults are hiking, jogging, weightlifting, gymnastics, 

aerobics, swimming, and cycling. The number of fitness centers in Denmark has 

increased considerably through the last two decades. Since 1999 their number has 

nearly tripled. The top fitness chains in Denmark have furthermore reported increase in 

memberships. Although during the economic downturn Danes seemed to get more 

involved with hiking, jogging, and cycling because of the costs related to exercising. 

Sports are believed to continue to be popular in Denmark mainly because of 

government encouragements. 

According to World Economic Forum‟s report on global competitiveness, 

Denmark has “one of the best-functioning and most transparent institutional 

frameworks in the world and an excellent infrastructure for transport”. It furthermore 

continues to receive a first-rate assessment for its system of higher education and 

training (Schwab, 2011). 
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Like Iceland, Denmark is categorized as innovation-driven economy. Denmark 

seems to be very much in line with the ranking of an innovation-driven economy. The 

economy receives scores for different aspects which are measured to evaluate the 

economy. As said before, each pillar of competitiveness, as shown in figure 5, measures 

a different aspect of competitiveness in Denmark. While Iceland ranks 128 in market 

size Denmark ranks 52 out of 142 economies. Overall global competitive position of 

Denmark is 8
th

 place out of 142, which means that Denmark is more competitive than 

Iceland (Schwab, 2011). Denmark‟s ICT sector is one of the most developed ones in the 

world. Around 86 percent of the Danish population is considered as internet users and 

78 percent also own a broadband-enabled computer (Euromonitor, 2011b). 

Compared to Euromonitor‟s (2011b) report about consumer lifestyles, Denmark 

is an interesting market. General awareness of health and health related issues has been 

growing mainly because of encouragement from the government. The result of this 

awareness has been reported as an increase in members of fitness centers. The Danish 

population is increasing its involvement within the fitness industry. Three of the most 

popular sports in Denmark, jogging, weight-lifting, and gymnastics, can be linked in a 

way to what Boot Camp has to offer. 

Iceland and Denmark are both considered to be innovation driven economies. 

They are similar in terms of technological readiness and higher education and training. 

Although Denmark seems to outwit Iceland in many areas, Iceland is more competitive 

when it comes to health and primary education (Schwab, 2011). 

3.4.2 Background of “Boot Campers” in Denmark 

Budz Boot Camp has only been operating for a few months and therefore only has a 

small number of members, but which is already increasing. What was interesting when 

interviewing the ones which were training in Denmark was that their background 

differed in some ways compared to the interviews conducted in Iceland. Of the eight 

people who were interviewed in Denmark, only three had experience from playing 

team-sports and most of them had been involved with individual training if they had 

been training at all before. Interviewees number four and five are Icelandic but one of 

them has lived there for few years and the other one for more than 10 years with their 

families. 

 

I am an educated gymnastic teacher, have been playing basketball almost all my life, 

so I am very familiar with training and exercising hard. I also have been running a 

fitness center myself. We offered Body Pump and spinning and spinning and 
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strength exercises mixed it together. I have also been coaching basketball and 

teaching sports and training sports by myself. Then when I moved to Denmark, I just 

continued working out at the gym but then Boot Camp arrives to Denmark and I 

really wanted to try it out (Interviewee 6). 

 

Whether the fact that Boot Camp is an Icelandic concept triggered interviewee 4 to start 

training at Budz Boot Camp in Denmark is not known, but because he is Icelandic he 

knew about Boot Camp beforehand because of their reputation in Iceland. Boot Camp is 

a new concept in Denmark and according to some of the interviewees the Danes are a 

bit hard to be convinced of trying something new. The Danish interviewees of this 

research seemed to be open for changes, but they also stated that if a Danish person 

were to try Boot Camp she would have to be open for a change. Another interesting fact 

about how the interviewees got exposed to Boot Camp is that most of them heard about 

it through the internet and others through a friend. Only one stated that she read it in the 

local newspaper. In order to put forward significant findings of Boot Campers 

background check a much larger sample would have to be interviewed, both in 

Denmark and in Iceland.  

3.4.3 Boot Camp’s image in Denmark 

Budz Boot Camp opened on the 12
th

 of September 2011 and therefore doesn‟t have 

much experience operating in Denmark. The owners of the Danish operation therefore 

have an opportunity to develop the culture within the company from the start. Denmark 

is an army-nation; they have a Danish army which is very visible in Denmark. It seems 

like the word boot camp is well-known in Denmark although the Danes might not 

connect it to an Icelandic fitness company. Most of the people interviewed connected 

boot camp with army training or that it is training for maybe two weeks. When asked 

about what they liked most about Boot Camp many of the Danes mentioned being able 

to train outside. None of the Icelandic interviewees mentioned this aspect but the 

weather in Denmark is often milder than in Iceland and perhaps the Icelandic 

interviewees are used to train outside because they have been members of Boot Camp 

for a few years. The Danish interviewees are very satisfied with Budz Boot Camp; they 

feel it is a place which offers a workout you can‟t get anywhere else in Denmark as it is 

a new and fresh idea. They are very satisfied with the diverseness of the exercises; the 

exercises are hard but enjoyable, they involve a lot of team-work, and how personal the 

atmosphere is. Training as a team is obviously an important factor for the members of 

Budz Boot Camp. 
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I think it‟s the team spirit. And you know the other people that are doing Boot Camp 

and someone cares and they help each other. I think it‟s also the training, you use the 

whole body and not just some machines where you just have to sit and do exercises 

for 5 minutes or something like that. And also think it‟s the competition between 

individuals and groups within Boot Camp (Interviewee 10). 

 

Because Budz Boot Camp is so new in Denmark, they have not established any 

reputation. Although they are not well-known in Denmark the interviewees stated that 

when their friends heard that they were training boot camp, they immediately assumed 

that it was a hard training. The company might not have a reputation in Denmark but the 

word boot camp does. Therefore people in Denmark might associate it with military 

training, because of the military presence in Denmark. Some of the interviewees stated 

that the Danes are rather hard to be convinced of anything, it might take some time, but 

once they have experienced the product or service and if they like it they become a loyal 

customer. They believe furthermore that Danes are not price sensitive as long as the 

brand is good. Danes also seem to be affected by word-of-mouth, many of the 

interviewees stated that since they‟ve started at Budz Boot Camp some of their friends 

have also signed up for a course. 

 The Danish interviewees state that Budz Boot Camp provides something which 

they cannot get at any other fitness center in Denmark. At Budz Boot Camp they get 

more support, there is always someone beside you giving guidance and motivating you. 

Working in teams is another advantage that Budz Boot Camp has over their 

competitors, the interviewees‟ state that they like training with the same people and the 

group-members notice when someone is missing from the group. Many of the 

interviewees also mentioned training outside as an advantage. 

 

For starters it‟s that we train outside some of the time, that we train like a team and 

also individually. That somebody is watching me; it‟s like having a personal trainer. 

And when I go there they expect me to come, people are happy to see me, the other 

guys in the team. And I think that gives them the advantage. And if you‟re going to 

a gym it‟s pretty crowded (Interviewee 7). 

 

The Danish interviewees had not heard of the term “Boot Camper” before but when 

asked to describe someone who would qualify as a “Boot Camper” their answers were 

the following “somebody who likes to work out in a different way, use their own 

bodyweight and use nature, train everywhere…have some fun”, “…someone who is 

good at motivating himself, always pushes himself…Someone who is fit and just keeps 



Research  79 

 

Reykjavík University  January, 2012 

on going”. The majority also stated that everyone could be a “Boot Camper” and 

because of that they couldn‟t describe certain aspects they would possess. One of the 

interviewees is Icelandic and had heard about Boot Camp in Iceland before as well as 

Annie Mist, but she is the women‟s World champion in CrossFit 2011 and coaches 

CrossFit at Boot Camp in Iceland. When he was asked to describe a “Boot Camper” he 

said the following: 

 

His visual appearance can be however. I mean Annie Mist is perhaps exaggerated 

stereotype of a Boot Camper. But not everyone can be like Annie Mist, but she is the 

exaggerated type. She is 20 years younger than me and I'm a Boot Camper, so that 

they can be of all kinds. Boot Camper has more willpower, he has more discipline. 

A person who enters Boot Camp will also learn more discipline in there, you feel it 

yourself. Boot Camp is a more disciplined personality… (Interviewee 6). 

 

To the researchers knowledge it is unheard of that members of for example World 

Class, a large fitness center in Reykjavík, identify themselves as “World Classes”. The 

culture within World Class is probably not strong enough although it has been operating 

for many years. The level of service, personal service, support, motivation, diverseness 

in exercises, and team-spirit are the aspects the members of Budz Boot Camp 

mentioned most often. Compared to these answers, Boot Camp is a well accepted 

addition to the fitness industry in Denmark. They furthermore have a strong belief that 

Budz Boot Camp will be successful in Denmark and that a few more branches will 

probably open in Copenhagen in time. Danish people use bicycles very much to get 

around and because of that the distance between for example two grocery stores within 

the same retail chain is very short. This could mean that there might be a possibility to 

open several Boot Camp branches in Denmark, if Budz Boot Camp makes a good start. 

 

3.5 Competitive resources of Boot Camp 

The interviews explore the role and contribution of Boot Camp‟s main resources to 

identify which resources provide superior profits and which resources deliver 

competitive advantage. To identify these resources the researcher relied on the resource-

based view (RBV). The RBV emphasizes the importance of the individual resources in 

delivering the competitive advantage (Conner, 1991). The method furthermore suggests 

that companies possess resources that might be considered unique, rare, difficult to 

substitute, and are therefore valuable (Penrose, 1995; Wernerfelt, 1984; Barney, 2001). 
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These competitive resources were identified by exploring the companies‟ main 

sources of possible competitive advantage. In the case of Boot Camp Iceland these 

advantages have probably been developed through the years which the company has 

been operating in Iceland. Which might be the reason why there were more competitive 

resources identified with Boot Camp Iceland than with Budz Boot Camp in Denmark. 

The competitive resources of Budz Boot Camp will probably increase once their 

operation has gained more experience.  After identifying these resources it is necessary 

to find out which resources are most likely to provide the potential return associated 

with exploiting them. To do so the researcher relied on the VRIO framework developed 

by Barney (2002). The VRIO framework is described in chapter 2.3.6. 

3.5.1 Iceland 

After analyzing the interviews the main resources of Boot Camp were identified. The 

main resources which are believed to give competitive advantage are intangible; they do 

not have a physical presence but are nonetheless beneficial for the company as they 

were mentioned several times by the interviewees. The resources for Boot Camp 

Iceland are the following: 

 

 The homely and personal atmosphere within Boot Camp – the culture within the 

company 

 The characteristics of the owners of Boot Camp Iceland, Arnaldur Birgir and 

Róbert 

 The exercise concept 

 The level of service 

 Low start-up costs 
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Table 3.  The VRIO Framework – Iceland, based on Barney (2002). 

 

 

Table 2 shows the VRIO evaluation of the resources which were believed to provide 

competitive advantage for Boot Camp Iceland. Boot Camp has established homely and 

personal atmosphere within Boot Camp. Boot Camp is small in size compared to other 

fitness stations which makes it easier for them to develop this internal company culture. 

The members feel like they are a part of a community not just member of a fitness 

center; it‟s the social aspect that matters. The members know each other because they 

are used to training together with the same people at a specific time, and they attend 

their own groups because of this. 

When the interviewees were comparing Boot Camp to large fitness centers they 

stated that they would feel overcrowded within the larger station and at Boot Camp 

people noticed when they were missing which gives them a certain discipline. In their 

mind this atmosphere is unique as they have not experienced it elsewhere. This 

atmosphere is caused by Arnaldur Birgir and Róbert; members of Boot Camp have great 

respect for them and their environment at Boot Camp. 

Arnaldur Birgir and Róbert offer their members support by motivating them, 

sending emails, and so on. One goes as far as saying “if it wasn‟t for Arnaldur Birgir 

and Róbert, Boot Camp would not be the place it is today”. They are kind of the heart 

and soul of the company, which would make it difficult to transfer this “resource” to 

Boot Camp branches. 

After going through the VRIO framework it is clear that the atmosphere within 

Boot Camp is valuable, but it is not known if it‟s rare or not and it can surely somehow 
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be imitated. But Arnaldur Birgir and Róbert qualify as being valuable, rare, they cannot 

be imitated, and therefore they need to be aware of their importance in order for them to 

exploit this “resources” to the fullest. They are valuable because of their importance to 

Boot Camp members, they are rare, and no-one can imitate them as persons. They are 

so valuable to the company that one interviewee stated that a personal friend of hers quit 

training at Boot Camp when Arnaldur Birgir cut back on coaching to focus on the 

business side. Now after this friend heard that Arnaldur Birgir has been getting more 

involved with the training aspect again she intends to join Boot Camp again. 

 Arnaldur Birgir and Róbert have been developing the exercise concept for a 

couple of years and it is a unique exercise program in Iceland. Boot Camp is similar to 

CrossFit but with more emphasis on working with your own bodyweight. The exercises 

are very diverse and are based a lot on team-work. Members get support from their 

group and motivation to do their best in every exercise. By being in a group they are 

willing to put 110 percent effort to every workout and no-one wants to be the weakest 

link. Therefore physical results are more than when they are training on their own and 

they also see the results sooner than they would elsewhere. 

Boot Camp is an exercise program where you never stop improving. One 

interviewee who has been training Boot Camp since they started is still improving 

which he feels is because he keeps getting new challenges to overcome, once he has 

reached his goals he always gets new ones to achieve. When applying it to the VRIO 

framework it is clear that the exercise concept is valuable, it is rare now, but it can be 

imitated. Other companies might be able to offer similar exercise courses but they might 

not be able to imitate the Boot Camp spirit, as the atmosphere within Boot Camp is 

described. 

 Boot Camp has a very high level of service standards. Employees of Boot Camp 

are very personal, they strive to know the members by name and the members always 

have full access to the coaches if they have questions of any kind or need advice. Every 

member takes a fitness test in the beginning and again on a regular basis to measure the 

results. They also measure the percentage of fat, the weight, and record every 

improvement if wanted. They give members of Boot Camp personal attention and 

encourage them through the exercises. The interviewees felt that it was almost like 

having a personal trainer. 

The level of service at Boot Camp is superior, according to the interviewees, 

compared to other fitness stations. This level of service needs therefore to be available 
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in every Boot Camp branch because people who know the service level at Boot Camp 

Iceland associate it to every branch. The service level is extremely valuable as many 

interviewees stated that the personal service factor was really important for them. 

Compared to the interviewees this level of service is rare in Iceland, but unfortunately it 

can be imitated. But it would probably take other companies some time to establish the 

service level which Boot Camp possesses which gives them an advantage. Arnaldur 

Birgir and Róbert need to be aware of the importance of this resource and make sure 

that the branches are fulfilling the service levels of Boot Camp. 

 Start-up costs for a Boot Camp branch are really low as equipments are either 

not necessary or in-expensive. One can open a Boot Camp branch and the only 

equipment he would have could be sandbags which wouldn‟t have to bear much costs as 

he could collect the sand from the shore, the only thing he would have to buy are plastic 

bags and tape. This is valuable for future Boot Camp operators as it limits the risks 

associated with starting up a new business. This kind of business model is rare within 

the fitness industry in Iceland. Of course it can be imitated but the headquarters would 

have to offer similar training methods in order to offer operator to open a branch at as 

low costs as Boot Camp can. Boot Camp is also a well-known brand within the fitness 

industry. When opening a Boot Camp branch you are getting access to a well-

established and well-known brand. The brand is strong and exciting, people outside of 

Boot Camp kind of look up to members of Boot Camp because they are strong enough 

and courage‟s enough to practice Boot Camp. 

 Probably the most valuable resources of Boot Camp Iceland are Arnaldur Birgir 

and Róbert. They will have to find a way to exploit themselves as competitive 

resources. 

3.5.2 Denmark 

Although Budz Boot Camp has just recently been opened it still has some competitive 

advantages. The same process was applied with the interviews regarding the Danish 

operation, after analyzing the interviews the main resources were identified. The main 

resources which are believed to give competitive advantage are, as with Boot Camp 

Iceland, intangible; they do not have a physical presence but are nonetheless beneficial 

for the company. The resources for Budz Boot Camp are the following: 

 

 The exercise concept 
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 Level of personal service 

 Outdoor exercise program 

 

Table 4. The VRIO Framework – Denmark, based on Barney (2002). 

 

 

Table 3 shows the VRIO valuation of the resources which were believed to provide a 

competitive advantage for Budz Boot Camp. The exercise concept is new and fresh in 

Denmark. The interviewees feel that the coaches are motivating and keep them at a 

certain restrain. The exercises are unconventional and diverse, and the practitioners can 

see results rather quick. The exercises involve a lot of team-work and practitioners 

continue to improve themselves. One interviewee stated that she had never before been 

in such a good shape. The exercise concept is therefore very valuable. It is rare because 

not one of the interviewees could compare it to anything they had ever experienced 

before, except for one who had been training CrossFit before, but he still felt that it was 

unique. One of the interviewee had tried “boot camp” in other countries such as 

England. His opinion was that the Icelandic Boot Camp was the hardest he had tried. 

The concept can be copied but the concept is one of Boot Camp‟s strengths should 

therefore be exploited as much as possible. 

 The level of personal service is emphasized at Budz Boot Camp. They strive to 

remember everyone‟s name and give everyone full attention. The interviewees stated 

that they feel like they (Nick, Aníta, and their group) would notice when they would and 

would not show up. The feel like they matter and that someone cares if they show up or 

not. They belong to a certain group which they feel obligated to show up for which 

gives them a certain restrains. The interviewees stated that they were very satisfied with 

Nick and Aníta, that they kind of created a good balance. Aníta pushes people while 
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Nick observes more and gives advice. The interviewees feel that they make a good 

team. It comes as close to personal training as it can while at the same time involving a 

lot of team-work. The level of service is very valuable and it‟s rare in Denmark that 

employees of a fitness center give their members such a personal attention. It can be 

imitated but not easily as other fitness centers might not be aware that the level of 

service could be of such great importance. They have also the organizing capability of 

exploiting the service level for gaining and sustaining a competitive advantage. 

 Many of the interviewees mentioned the part about being able to exercise 

outdoors as a competitive advantage. This is a well accepted change to what they are 

used to from fitness centers in Denmark. They have had the opportunity to exercise 

individually outdoors by running or bicycling but not as a part of an exercise program 

with a group. Being able to exercise this kind of sport is valuable for the members of 

Budz Boot Camp. It is rare because not many offer this possibility. There is one trainer 

offering “boot camp” outside in Denmark, but his level of training methods is not 

comparable to the methods of Budz Boot Camp. It can be imitated as other fitness might 

start to offer its members the possibility of attending courses which take place outside 

as well as inside. 

 Although training outside is an advantage that can easily be imitated it should 

still be emphasized as it obviously is important for Budz Boot Camp‟s current members. 

The exercise concept plays an important part in the company‟s success; it is fresh 

concept and according to the interviews there is nothing else similar to it available in the 

Danish fitness market. Finally the level of service should keep being emphasized as it is 

because members are clearly satisfied with the personal attention provided by the 

coaches as well as their motivation during the exercises. Because Budz Boot Camp is a 

new concept in Denmark and hardly any experience of the operation yet there might be 

some other important resources existing within the company which have not yet been 

identified but probably will be later. 



Discussion and recommendations  86 

 

Reykjavík University  January, 2012 

4 Discussion and recommendations 

Chapter 4 involves discussions about the main conclusions and recommendations for 

Boot Camp. Boot Camp‟s first experience of internationalization is Denmark. The 

branch in Denmark is based on the same ideology as the other branches in Iceland, 

namely franchising, although a considerable more time and effort has been spent on 

preparing for the opening in Denmark. The owners say that Denmark was chosen 

because of the connection to the people behind the operation in Denmark. When results 

from this research are analyzed and interviewees answers are valued, resources that 

provide competitive advantages can be identified. Their image and reputation can also 

be identified through the interviews and judging from them, Boot Camp‟s awareness in 

Iceland seems to be high, but the interviewees might be biased. The following chapters 

involve discussions and recommendations for Boot Camp. 

 

4.1 Internationalization 

After having evaluated interviewees‟ answers, one can draw the conclusion that 

internationalization seems to be a viable option for Boot Camp. The interviewees in 

Denmark seem to appreciate the exercise concept which Boot Camp has to offer. They 

are tired of going to a regular gym, wasting one to two hours each time they go to the 

gym and seeing no results. Judging by the interviewees experience there currently is no 

other similar exercise concept available in Denmark except for CrossFit. CrossFit is in a 

way connected to the Boot Camp concept and it has been prevalence in Denmark for a 

few years. 

Boot Camp seems to be relatively easy to internationalize regarding financial 

commitments because it involves minimum start-up costs. There is no need to invest 

heavily in exercise equipment in the beginning as Boot Camp offers several ways to 

exercise without expensive fitness equipments; their main concept is exercising with 

your own body-weight. Franchising can be a good way for Boot Camp to start their 

internationalization because it limits financial risks and it provides local market 

knowledge because the branch is being operated by a person who has experience of the 

international market. Having a local person who owns the business could mean that 

he/she takes better care of his/her business than if there were only employees of Boot 

Camp working at each branch. If Boot Camp should be prepared of increasing their 

commitment in foreign markets, then acquisition or a joint venture would probably be 



Discussion and recommendations  87 

 

Reykjavík University  January, 2012 

their optional mode of entry. They would get more control over the subsidiaries and a 

share of the profits generated abroad. Iceland only has limited chances of generating 

profits because of its market size. Acquisition and joint ventures furthermore involve 

less financial risk than a wholly owned subsidiary. 

Boot Camp seems to follow in some ways patterns of internationalization of 

Icelandic companies judging from Óladóttir‟s (2009) research, their concept is a niche 

and the international name changed during the process. As Svansson (2008) pointed out 

in his research, small companies need to be cautious when it comes to 

internationalization as internationalization does not guarantee success if they do not 

contain some internationally competitive advantage. It seems that Boot Camp‟s first 

step of internationalization could be explained by a mixture of the Uppsala model, the 

Network model, and the internationalization theories of SMEs and service companies. 

Their market selection is based on network relationship and Denmark is close to Iceland 

in terms of psychic distance. 

 

4.2 Boot Camp Iceland 

Boot Camp Iceland has been gradually increasing in size of members and employees 

since they started their business. Their current facility is getting overcrowded because of 

the number of members exercising at Boot Camp. From January 2012 they will be 

operating from a new place which is two times the size of their current facility. 

Although members of Boot Camp are content with the current location they are excited 

for the new location as it offers so many new possibilities for example for outdoor 

running. Boot Camp is not only a place where people exercise, it is a community center. 

The members of Boot Camp are a part of the company. 

 The market in Iceland is small but Boot Camp is a relatively young company 

compared to other pronounced fitness companies and will probably keep on increasing 

their number of members. Companies such as World Class, Hreyfing, and Sporthúsið 

are not considered direct competition as they do not offer similar exercise concept, 

except for in terms of CrossFit which both World Class and Sporthúsið offer. Obesity 

seems to be a growing problem in Iceland and people are getting more aware of it and 

taking actions towards it. Although it‟s a problem in Iceland Boot Camp could gain 

from it, as people are getting more aware of the problem and wishing to take actions for 

getting into shape. Boot Camp‟s exercise program offers quick results which motivate 

people for continuing exercising. The unemployment agency offers subventions for 
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sport activities for the unemployed, which some of them have been using at Boot Camp. 

Judging from the service survey conducted for Boot Camp, most of Boot Camp‟s 

current members first heard of Boot Camp through a friend or a family member. Current 

members of Boot Camp are obviously an important “tool” in marketing the company. 

They are so satisfied with the service they receive at Boot Camp that they keep on 

recommending it to their friends and family and they are probably an explanation factor 

to Boot Camp‟s growth. 

 Boot Camp is an exercise program which delivers quick results; it‟s hard but 

enjoyable and is based to some extent on team-work. Many of Boot Camp‟s members 

perceive Boot Camp as being cool and perceive themselves of being cool because they 

train Boot Camp. Boot Camp seems to be an exciting and strong brand at the moment 

within the fitness industry. It is also perceived as a very difficult training and by 

keeping that reputation it keeps the brand cool and exciting. Arnaldur Birgir and Róbert 

are very visible at Boot Camp; they for example coach during exercises. They keep 

personal contact with their employees and members and receive their respect instead. 

Judging from the interviews, a lot of Boot Camp‟s members look up to Arnaldur Birgir 

and Róbert. 

Boot Camp already has some brand awareness; they have been visible on the 

news especially after Annie Mist won women‟s CrossFit EU 2010 and 2011 and the 

women‟s world championship in CrossFit 2011. The exercise concept received much 

publicity following as Annie talked a lot about her background from Boot Camp. Boot 

Camp will probably, and probably has already, gained a lot of competitive advantage 

because of this. There was a considerable increase in numbers of member right after 

Annie won the world championship. Boot Camp also takes care of corporate social 

responsibility (CSR); every year they give Christmas presents to the less fortunate and 

encourage their members to do say. By engaging in CSR Boot Camp incorporates 

desired ethical standards and responsibility which has positive impact on people‟s 

image of the company. 

 The level of personal service, the exercise concept, and the owners of Boot 

Camp seem to be what gives the company a competitive advantage. Those are the 

resources that need to be present at all of Boot Camp‟s branches in order to enhance 

their competitive advantage. Strong company culture can both serve as an advantage 

and disadvantage. A company culture cannot easily be copied by the competitors. If the 

company expands to much it might be a disadvantage because the owners of Boot Camp 
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might not have the time to do everything and be everywhere they need to be in order for 

them to incorporate the company culture. More research needs to be done in order to 

find out if the Boot Camp branches are exploiting these resources as much as possible. 

Of course Arnaldur Birgir and Róbert cannot be exploited as “resources” everywhere 

but they could share their experience with other Boot Camp branches. They could be 

present during an exercise at each branch every 12 weeks or so and the branches could 

be required to follow a certain service standard or a Boot Camp company culture guide. 

Boot Camp offers yearly revision courses for every Boot Camp coach that should 

enhance their style of coaching but perhaps it could be a good idea for them to offer a 

quick seminar on how to approach and service their customer. Boot Camp has been 

operating for seven years and no-one can say if it is to be operating for another seven 

years. Boot Camp might only be a fad waiting for something new to take over. 

 The most notable point during the research was the interviewees‟ opinion of 

Arnaldur Birgir and Róbert. They seem to be a big part of Boot Camp‟s success, not 

meaning their part in developing the exercise concept, but their contribution in 

developing the company culture within Boot Camp. Their personalities seem to form 

the culture which members of Boot Camp seek to be a part of. Members of Boot Camp 

seem to have big respect for them and look up to them. Although the results of this 

research identify the exercise concept, the level of personal service, low start-up costs, 

the atmosphere at Boot Camp, and the characteristics of the owners as the competitive 

advantages today, they might be different in one or two years as companies develop and 

adapt to their competition. 

  

4.3 Budz Boot Camp Denmark 

Budz Boot Camp is a new company and doesn„t have much experience but already 

numbers of members have begun to increase. The current members are so satisfied with 

the company that they encourage their friends and family members to join Boot Camp 

which seems to be working. Danes are considered to be hard to convince to try 

something new but once they have tried the product or service they become loyal 

customers and they seem to be catching on to this new concept. The facility in Denmark 

is rather small and they would probably have to relocate or somehow enlarge the 

existing facility if their growth in members keeps up at the same speed as it has been 

doing. 
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 Obesity is also an increasing problem in Denmark. The government is doing 

what it can to increase the public‟s awareness of it. As a result of this interest of health 

related issues is increasing, for example athletic activities and organic food 

consumption. This is an area where Budz Boot Camp could gain in terms of numbers of 

members with the right advertisements. The Boot Camp exercise concept is based on 

diverse exercises and partly on team-work. The exercises are hard and the practitioners 

see quick results. The concept is new and fresh and nothing similar is available in 

Denmark, therefore being unique. The Danes seem to like exercising outside and in 

teams. The personal service is a big part of their success. The Danes are not used to 

receiving this amount of personal attention from going to the gym, but they like it. They 

like that someone bothers to ask why they didn‟t show up for an exercise, it keeps them 

motivated. 

 Budz Boot Camp should exploit their competitive advantages as much as they 

can. The concept of Boot Camp might have to be adapted to local preferences, for 

example in Denmark they like training outside. Therefore they could emphasize outdoor 

training in different areas of Amager where they are located. Their members seem to 

like the level personal service and attention that they receive at Budz Boot Camp. They 

like the concept of competing with each other as a group or an individual. Once Budz 

Boot Camp has gained more experience they should host a competition within Boot 

Camp. Judging from the effect it has at Boot Camp in Iceland, it keeps the members 

motivated and encourages them to be continuously improving themselves. 

 As the case of Iceland, the fitness industry is constantly changing and new fads 

pop up every few months. There is always the chance that Boot Camp would become a 

fad in Denmark and only be successful for perhaps two to ten years, and then a new fad 

would take over. 

4.4 Future research 

There are a few things which the researcher identified as subjects for future research. 

For starters the literature about the evolvement of athletic activities among Icelandic 

adults is extremely limited. It would be interesting to see how this industry has been 

changing and evolving through the years. The company culture within Boot Camp‟s 

headquarters and the branches is an interesting subject which should be investigated; do 

they all have similar culture and how can it be obtained at the same level. 
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Boot Camp has been using franchising as a model for expanding their business. 

It might be interesting to research how that has been working in Iceland and how it 

works as a form of internationalization of an Icelandic service company because this 

method for internationalizing is not well-known or used in Iceland. For comparison, it 

would be useful to investigate the competitive resources of other Icelandic fitness 

companies; to see if there is a difference in the service provided or culture within the 

companies. 

Further research regarding the Icelandic branches operating should be conducted 

in order to find out if the competitive resources are being fully exploited in every branch 

and if their service provided is in line with what the headquarters are offering. It might 

be interesting to conduct a similar research for other Icelandic and Danish fitness 

companies in order to position Boot Camp against its competitors. 

And finally, it might be interesting to conduct another research about Budz Boot 

Camp once it has gained more experience; to research how the concept works in 

Denmark and if their competitive advantages have changed. 

4.5 Final words 

The fact that the researcher is so involved with Boot Camp could both serve as an 

advantage and disadvantage. One of the advantages is that by being so involved 

provides a better insight to the company and better connections. This could at the same 

time be a disadvantage, for it might affect the researcher‟s opinion about the results or 

have influence on the researcher‟s interpretation when analyzing the interviews. If an 

objective researcher would perform the exact same research his conclusions could 

possibly be of some different nature. Findings from this research suggest that Boot 

Camp has some competitive advantages over other regular fitness companies. Boot 

Camp in Iceland also seems to have more components of competitive advantages than 

Budz Boot Camp in Denmark, but this difference might result from the facts that Boot 

Camp in Iceland has been operating for a longer period and has developed a well-

established company culture which Budz Boot Camp probably will do with time. 

 This research has been an interesting journey. Using a qualitative method to 

identify the competitive resources allowed the researcher to develop a deeper 

understanding of the interviewees‟ feelings toward Boot Camp. It was interesting to see 

how deeply involved especially the members in Iceland are to Boot Camp. They seem 

to see Boot Camp as a community they wish to be a part of. 
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The Danish interviewees seemed to be pleased with Budz Boot Camp, as it 

offered something they had not tried before and gave them instant results. The 

researcher participated in one exercise in Denmark and her experience was that the level 

of training and the atmosphere during the training was very similar to what it is in 

Iceland. The level of personal service at Budz Boot Camp was also similar to her 

experience of Boot Camp in Iceland. Budz Boot Camp seems to be emphasizing the 

same aspects as they are doing in Iceland. 

 The researcher hopes that this thesis can hopefully be a small contribution 

towards more knowledge about internationalization of small service companies. If the 

thesis can either help future researchers to gain some new ideas or help the owners of 

Boot Camp to gain some new insight, the objectives of the author have been reached. 
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6 Appendix 

Question list 

1. Hvernig kemur þú inn í þennan líkamsræktarbransa, segðu mér frá þínum 

bakgrunni?/What is your athletic background? 

2. Hver er þín tenging við Boot Camp?/What is your connection to Boot Camp? 

3. Af hverju byrjaðir þú að æfa/þjálfa Boot Camp?/Why did you start training Boot 

Camp? 

4. Hversu lengi hefur þú verið að æfa Boot Camp?/How long have you been 

training Boot Camp? 

5. Hvað er Boot Camp fyrir þér?/What is Boot Camp to you? 

6. Hver er þín ímynd af Boot Camp?/How is your image of Boot Camp? 

7. Hvaða orðspor fer af Boot Camp?/What is Boot Camp„s reputation? 

8. Hversu þekkt telurðu að vörumerkið Boot Camp Iceland sé á 

Íslandi/Danmörku?/How well known do you think the brand Boot Camp is in 

Iceland/Denmark? 

9. En erlendis?/What about overseas? 

10. Hvað dettur þér í hug þegar þú sérð vörumerki Boot Camp, hvað er vörumerkið 

fyrir þér?/What comes to your mind when you see Boot Camp„s logo? 

11. Hvað er það sem gerir Boot Camp frábrugðið öðrum 

líkamsræktarstöðvum/prógrömmum?/What makes Boot Camp different from 

other fitness centers/programs? 

12. Finnst þér Boot Camp vera samkeppnishæft við önnur fyrirtæki í sama bransa og 

ef svo er hvað er það hjá Boot Camp sem gefur því samkeppnisforskot?/Do you 

think Boot Camp can be competitive with other companies within the same 

industry and if so what gives them the competitive advantage? 

13. Myndirðu segja að Boot Camp sé vel tengt við líkamsræktarheiminn?/Do you 

think Boot Camp is well connected to the fitness industry? 

14. Er mikið um leiðandi iðkendur hjá Boot Camp?/Are there a lot of leaders 

practitioning at Boot Camp? 

15. Hvað er það sem heillar þig mest við Boot Camp?/What do you like the most 

about Boot Camp? 

16. Hvað er það sem skiptir mestu máli? Það element sem tryggir það að 

þú/viðskiptavinir æfi hjá Boot Camp til lengri tíma?/What is the most important? 
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What will guarantee that you/customers will continue their membership at Boot 

Camp? 

17. Fyrir hverja er Boot Camp?/Who is Boot Camp for? 

18. Hver myndirðu segja að væri markhópur Boot Camp?/What is the target group 

for Boot Camp? 

19. Eru iðkendur Boot Camp öðruvísi á einhvern hátt en þeir sem æfa á venjulegri 

stöð?/Are Boot Camp practitioners different in any way from those who workout 

at a normal fitness center? 

20. Ef svo er þá að hvaða leyti?/If so in what way? 

21. Hvernig manneskja er „Boot Campari“?/What kind of person is a „Boot 

Camper“? 

22. Hvar sérðu fyrir þér að Boot Camp verði eftir 10 ár?/Where do you think Boot 

Camp will be in 10 years? 

23. Hvernig kemur Arnaldur Birgir/Aníta þér fyrir sjónir?/How would you describe 

Arnaldur Birgir/Aníta?  

24. En Róbert/Nick?/What about Róbert/Nick? 

Questions for the owners and franchisees:  

25. Hvernig er þín reynsla af námskeiðshaldi/leyfisveitingu?/How has your 

experience of franchising been? 

26. Heldurðu að það hefði skilað meiri árangri í fjölda iðkenda ef Boot Camp hefði 

rekið útibú úti á landi?/Do you think more people would practice Boot Camp if 

they had operated their own branches in rural areas? 

27. Hvernig er samstarfið við Höfuðstöðvar Boot Camp/þjálfara úti á landi?/How 

has the cooperation with the headquarters been? 

28. Er eitthvað sem betur mætti fara í þeim samskiptum?/Is there something that 

could have been better? 

29. Er eitthvað sem kom þér ánægjulega á óvart?/Did something pleasantly surprise 

you? 

30. Færðu stuðning frá fyrirtækinu/veitir Boot Camp stuðning til þjálfara úti á 

landi/útibú?/Do you get support from the headquarters?Does Boot Camp give 

support to the branches? 

31. Ef svo er í hvaða formi?/If so, in what way? 

 

 


