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The Fourth Biennial McGill Conference on International Entrepreneurship: Researching New Frontiers, September 17 to 20, 2004 at McGill University, Montreal
Dear Friends and Colleagues:

I am delighted to welcome you to the Fourth Biennial McGill Conference on International Entrepreneurship: Researching New Frontiers at McGill University, Montreal. 
This conference is the indeed the seventh conference in the McGill International Entrepreneurship (MIE) Series. Although this conference is held at McGill on biennial basis, interim conferences, held elsewhere, have contributed tremendously to the series. Interim annual conferences were held at the Nanyang University of Singapore in conjunction with ENDEC Conferences in 1999, at the University of Strathclyde in Glasgow, UK in 2001 and at the University of Ulster in 2003. The 2001 conference at the University of Strathclyde attracted close to 100 scholars and practitioners and the 2003 conference at the University of Ulster did even better: it attracted close to 120 participants and a large cohort of Doctoral Students. The 2005 (the eighth) annual conference will be held at the University of Trollhätan/Uddevala in Sweden. You can perhaps agree with me that we started the series; but we have become part of a large network of scholars outside McGill and significant movement for scholarly inquiry at the cross-section of International Businesses and Entrepreneurship, which is coming to be known as the emerging field of International Entrepreneurship (IE).
In addition to the MIE conferences and their collective accomplishments, there is other information that I would like to bring to your attention:

1. The MIE Book Series. We have established an MIE book Series (Published by Edward Elgar Publishing, Northampton, MA and Cheltenham, UK). You have already seen the first two volumes in this book series by Elgar. The third volume in this series will be available before December 2004. These three volumes have emanated from our collective work in the MIE conferences (2000, 2001 and 2002 Conferences). I would like to ask you to consider this series in your publication plans.
2. A part of the work of the 2002 conference has already appeared in two special issues of the Canadian Journal of Administrative Sciences (V. 21, No. 1) and the Journal of International Entrepreneurship (V2. No. 1-2). Complementary copies of both journals are included in your packages. Another part of the work of the 2002 conference will be appearing shortly in Management International Review (Forthcoming), Journal of Small Business Economics and Journal of International Entrepreneurship and possibly others. 

3. Every conference in the series has contributed tremendously to the scholarly community. In favour of time and space, I refrain from enumerating this impressive list. However, it suffices to say that we have, collectively published four book volumes and some 12 special Issues of prominent journal. For detailed listings, please see http://www.mcgill.ca/mie and click on Publications.

I thank you for coming to this conference, contributing to our collective understanding, and strengthening our scholarly community. I hope that you will find the scholarly substance of this conference, interaction with other scholars here, and above all, your friendship with other scholars very satisfying. 
Finally and on a personal note, I thank you very much for helping us all to keep the flame of scholarship in IE alive. I wish you a fruitful conference and a safe journey home.
Sincerely Yours, 

Hamid Etemad

SME’s Internationalization: Towards a Unified Theory

Adli Abouzeedan, Amana Commercial Consultants, Sweden
Hamid Etemad, McGill University, Montreal, Canada

Abstract
Internationalization theories are not truly applicable to the internationalization of small and medium-sized enterprises (SMEs) in their current form. Scholars proposed these theories at a time when the Information Technology and its applications were not influencing different operational aspects of firm’s management. In recent years, there have been ample efforts, including Etemad’s (2004) to propose other theoretical frameworks, including Dynamic Open Complex Adaptive System (DOCAS) to deal with the added complexity and offer more potent explanations. Such frameworks are capable of containing characteristics and complexities inherent in international entrepreneurship. Etemad’s offeres a three-layer system embedded within the international environment to help a better understanding of the internalization processes in smaller firms. In this paper, we build further on that work. We propose specific dimensions to indicate the theoretical variations, which are possible within each of the three layers, thus creating a conceptual and analytical scheme to help us further our understanding of these layers and international entrepreneurship as a whole. This will also be leading to deeper understanding of the internationalization processes within the context of the new IT-based economy. We will be framing our analysis within what we will be calling ‘The Unified International Theory of Smaller Enterprise’ or UITSE. 
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GLOBALIZATION AND IMPACT ON ENTREPRENEURIAL DIVERSITY MANAGEMENT

Adli Abouzeedan, Amana Commercial Consultants, Sweden

Svante Leijon, Göteborg University, Sweden

Globalization is a phenomenon which is old, but the newer form of globalization, which we propose the terminology “e-globalization” to cover it, has a different nature. The traditional form of globalization is facilitated by other technological breakthroughs and internationalization processes. The e-globalization is Information Technology induced form of globalization. The process of e-globalization has a clear impact on dimensions of the Organizational Diversity Management (ODM) and even deeper on the Entrepreneurial Diversity Management (EDM). The dimensions with the most significance include: relevance, Organizational Performance Enhancement Degree (OBED), cultural orientation, organizational culture, Required Employees Perception (REP) of EDM, and Required Manager perception (RMP) of EDM. In this paper we are analysing that impact and looking at how these characteristics are altered as we move from the older, non IT-based economy to the newer IT-based economy. We are also discussing these dimensions within the context of the ODM sphere. From our analysis we found that some of these dimensions had been actually emphasized, as desired, while others have not been altered due to the shift from the old economy, non IT-based economy to the new IT-based one.
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Extended Abstract 
The most common denominator in Born Global research is probably the importance of the entrepreneur. Following these results this article will go deeper into how the entrepreneur influences the development of a born global firm. Studies have been carried out in many countries. To be able to draw conclusions on how the national context influences the Born Global phenomenon, this study compares findings from both Australia and Sweden.

Although there are many studies that have identified the impact of entrepreneurs and management on firms’ internationalisation, there is still a need for more research to enhance the understanding of born global firms’ international behaviour. This study aims to go one step further and try to do a more fine-grained analysis. How do entrepreneurs influence the development of Born Global firms in Australia and Sweden? Through a literature review the following points were identified:

· Number of people in the top management team

· International experience and industry experience

· Marketing/Technical entrepreneur and active/reactive internationalization strategy

· Global mindset

· Personal network

Method

A case approach was considered as the most appropriate to catch the complexity of the Born Global phenomenon. The case studies are mainly built on personal interviews but complemented with secondary data, such as business magazines, annual reports and internal documents. We interviewed the entrepreneurs that were involved in the founding of the Born Global companies.
The analysis of the data included several steps. The information from interviews and other sources were written down in descriptive narratives. This process allows the researcher to become intimately familiar with each case and allows the unique patterns of each case to emerge before cross-case comparison. To find common patterns, the cases were compared in terms of the issues identified in the literature review. Earlier theoretical findings were compared with the international development in the Australian and Swedish born global firms. Differences and similarities were discussed.

Conclusions

In this study we have shown the importance of entrepreneurs and entrepreneurial teams for the rapid internationalization of firms in Australia and Sweden. We can conclude that there were no big differences between the developments of the Born Global firms in the two countries. However one interesting difference turned up. In Australia the country image was negative for selling high-tech products within Australia. The country image has an impact on the company for go abroad. In this case it seemed like the country image was more negative within Australia than overseas. In Sweden, the country image was not a problem for the types of product studied. However, in the Swedish medical II case the company had problem to sell their product within Sweden. It has been very hard to get the product financed by the national health care system in Sweden, as the product cannot be classified as medicine or as a mean for disabled. In Germany this was not a problem. This shows that national differences still exists and it is important to deal with them to succeed. The entrepreneurs in the Born Global firms do not see these problems on the home market as discouraging but go on to fin markets overseas.

In this study we have focused on the entrepreneurs and found two different types. One common type of Born Global entrepreneur is the experienced employee, who works in a large organization and has ambitions and ideas that he found that he cannot fulfill in the large organisation. He is keen on starting a new business on his own or together with others who share his ideas and ambitions. The other is the younger, not so experienced, but ambitious with new ideas. He/she doesn’t want to be a part of a large organization, but want to fulfill his ideas in an own organisation. Both these types of entrepreneurs have a global mindset that they have acquired in different ways.

There is also a difference between marketing and technical entrepreneurs. Even if Born Global entrepreneurs have interests and skills in both these areas they are often most interested in one of these areas. In High-tech industries a fast internationalization can be possible without an active internationalization, as the high-tech product often is very specialized and the home market is too small in countries as Sweden and Australia. Internationalization does not have to be an issue in the founding process in a Born Global firm. In a more mature industry, however, an active internationalization is necessary to expand abroad.

The personal networks were very important for the entrepreneurs in the Born Global firms. The entrepreneurs with industry experience could use their contacts to expand their own business. Personal networks were also important to secure finance and to find partners in other areas. When the Born Global firms are created they are small with few financial resources. To be able to expand abroad they must cooperate with many others and these partners are found in personal networks
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Extended Abstract:
During the past few years, the phenomenon of Born Globals has been highlighted in many studies. Such firms adopt a global approach right from their birth or very shortly thereafter. This behaviour challenges the traditional models of internationalisation that propose that internationalisation is developed in a slow and gradual manner with respect to geographical markets and market entry modes. In an earlier paper we have found a conceptual framework developed from earlier research including the factors: globalisation, entrepreneurs, networks and industry. A survey showed that Born Globals still were very uncommon in Sweden, However, four born global firms were identified and analysed within the framework. It could be concluded that the ongoing globalisation has made it easier to conduct born global strategies. However, active entrepreneurs, who sees the global opportunities were crucial to implement these strategies and personal networks were used as tools 2003).In these studies top management and entrepreneurs are regarded as crucial for the firms’ international strategies For these entrepreneurs a global strategy is the most natural strategy, while most other should have chosen another strategy. However, to succeed with a born global strategy it is not enough to have an entrepreneur with a global vision. The entrepreneur has to create an organisation which carries out his vision. The aim of this paper is to investigate how the entrepreneur is transferring individual knowledge to his organization, how the staff receives this knowledge, their way of learning and the importance of the knowledge transfer for the Born Globals.

METHOD
We have chosen a comparative case study as method in order to explore the phenomenon of Knowledge transfer in Born Globals. The following definition, influenced by Knight & Cavusgil (1996) and Oviatt and McDougall (1994), was used. A Born Global is a company that has achieved a foreign sales volume of at least 25 % within three years of its inception and that seeks to derive significant competitive advantage from the use of resources and the sales of outputs in multiple countries. From the Born Global definition above, we have identified four firms. To preserve confidentiality, the names of the firms are fictitious. First we wrote case descriptions of the development in each firm. Thereafter the different cases were confronted with each other and the theoretical approaches discussed in the framework were confronted with the cases.

CONCLUSIONS

In the cases we have showed how the entrepreneurs have very clear visions and goals. Earlier research on entrepreneurial strategy are useful to interpret the strategy in the Born Global company. The entrepreneurs use their vision to control the organisation. He can use explicit guidelines, but more important is often to create a culture in the firm that makes it possible to create a global organisation.

Recruitment is a very important tool to create the Born Global company. The entrepreneurs are aware of that they need very competent staff to succeed. Traditionally recruitment processes in Swedish companies have been very traditional. That is leaders look for staff that has a similar background as they have themselves. They seek staff with similar education, the same sex (males) and the same ethnic background.  The Born Global entrepreneurs look more after characteristic and competencies that complement their own knowledge. If they have good marketing knowledge, they know that they need someone with expertise in technology. To succeed in the international arena they look for staff with knowledge of the markets they want to enter. The entrepreneur do not only see recruitment as important, He is also very decisive when it comes to dismiss people, who the entrepreneur doesn’t feel fit with the organisation.

The Born Global company is a fast growing organisation, which is present in many different environments. The organisation needs to be organic to be able to fit with the different environments and the growth ambitions of the company (Burns & Stalker, 1961) The entrepreneur cannot control in detail what the staff is doing. He needs staff that can take initiative and that not need detailed instructions.  It is also important that knowledge and information is transferred throughout the organisation. A way to transfer tacit knowledge is to arrange for people to meet and to discuss openly in the organisation. Rubber for example has no private offices. The CEO/founder has his desk in the corner of an office landscape. Informal contacts and fast decision-making are encouraged. Central for many Born Globals is the situation when just started. You have the entrepreneur and 2-3 strategical recruited managers at the top knowledge level (start of the organisation), when they meet the first time they will open their knowledge “bag” of tacit and explicit knowledge to be used for the expansion of the company. In small group the company culture will be created.
Further research is encouraged in this area. This study is built on interviews of the entrepreneurs/founders of the company. It would also be interesting to interview the staff in the firms and get their view of what is happening in the organisation. Another interesting way to study this phenomenon would be to do direct observation of the processes within a Born Global company.
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Extended Abstract
We examine whether international entrepreneurship can be viewed as an international diffusion process in small and medium sized enterprises (SMEs) over time resulting in their growth and expansion globally. Traditional theories of growth and expansion have not focused on the process as a diffusion process in the past and the international expansion of SMEs has been characterized as a slow process emanating from home market. The recent literature on internationalization of SMEs has challenged both the rate of expansion and the necessity of the home market as the base for launching internationalization. The literature on “born globals” has documented that the process of internationalization can be much faster than those proposed by the conventional internationalization theories and does not necessarily require the size or the strength of the home market to support international expansion.

We focus on internationalization as an expansion and growth process resulting from the introduction of new ideas, products, and processes to international market(s). This is similar to the process of introducing a new product in a given market, which results in gains of market share for the firm introducing the product in the selected market(s). Naturally, the selected market can be a targeted segment in the domestic or in the international market. Furthermore, such introductions may proceed simultaneously or in a relatively short span of time in multiple markets to give rise to faster internationalization than those envisioned by the conventional theories. This view allows us to approach SMEs’ internationalization as a process inherently anchored in diffusion.  

Following Roger’s (1971) definition of diffusion, internationalization is defined as the diffusion of an innovation, in terms of an idea, product or process perceived as new by individuals or other relevant units for adopting it over time, which is communicated and also made available to them, as members of a social system, through the corresponding channels reaching and serving them. It may begin at a domestic base and transfer competencies to the international marketplace; or alternatively, diffuse internationally without an emphasis on the domestic base or the home market.  However, this process of diffusion in inextricably based upon the exchange relationship between the firm and its customers (e.g., the intermediary or final consumers), whose consequent interaction results in a marked shift in the patterns of resource consumption in favour of the new innovation in the affected social system (Bagozi 1975).  Although there are numerous diffusion models in use, this paper will focus on the growth model that coincide with that postulated by Bass (1969), popularly known as the “Bass diffusion model” and its relevant extensions. Bass postulated that the sales of the new object would take off, after its launch, and would grow to a peak before leveling off to some magnitude lower than the peak, which would be higher than the starting point. This higher level of sales would constitute a new equilibrium in the market place. We focus on this pattern of diffusion as the central theme of this paper and argue that a typical diffusion pattern can be divided into constituent parts that correspond with known business processes and constitute collectively as a theoretical basis for characterizing the internationalization process.  

After a brief introduction linking the extant theories of internationalization and diffusion processes, a review of the literature on diffusion processes is presented in length and the connections to the internationalization process are made. We analyze internationalization and diffusion at the same time in order to allow us to draw parallels and explore implications. These implications are discussed in the paper. Our clear conclusion is that the extant literature on diffusion can serve as a basis to guide international entrepreneurs to manage both the internal and external processes better than otherwise; and it also enable policy makers and other affected groups to understand internationalization in different light and adopt pertinent policies accordingly.   
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ABSTRACT

Literature on the internationalization of small and medium sized firms (SMEs) identifies location in a geographic cluster of networked firms as a source of competitive advantage. In particular, local networks are cited as a source of market information and referrals that can help firms enter international markets. Co-location and the local interactions that it fosters create externalities that benefit entrepreneurial firms. This paper identifies four types of externalities, supply-side, demand-side (marketing), active and passive. Supply and demand side refers to inputs to the firm and markets for outputs respectively. Passive externalities occur simply because firms are proximous, while active externalities only occur because firms are co-located and work together in networks. The population of firms in the Christchurch New Zealand electronics cluster was interviewed about the extent to which benefits are experienced from externalities. Information was also collected about the export intensity of the firms, and their descriptive characteristics. A statistical cluster analysis of the externality benefits reveals two patterns of responses. Both groups of responses report benefiting from passive externalities. However, about 40 percent of the firms also benefit from active externalities. These firms are typically smaller and less export intense. The notion of active externalities has implications for the management of firms located in clusters. To benefit from active externalities, managers must develop capabilities that maximize network opportunities. There is also an implication for economic development policy: resources should be targeted at encouraging active externalities rather than passive, as passive externalities occur without public intervention.
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Abstract

This study reports on a cross-cultural investigation into the entrepreneurial practices of 30 Asian-owned firms in the U.K. No agreement existed on defining the 'Asian Way' of doing business and findings suggest that in practice this is more appropriate to micro businesses rather than those of a larger scale. Entrepreneurial opportunities may exist for new immigrant communities, but in a different way to that experienced by Asians, that accounts for their respective cultural experiences and practices. Results indicate that this is a social phenomenon and with more integration of communities over time, the issue of culture is likely to become less important within immigrant groups.

Paper Summary
The research question in this study was to establish if lessons can be learnt from the Asian community in the U.K. in order to act as potential educational role models to encourage entrepreneurial activities in new immigrant groups? It appears from the results of this exploratory study that parts of the previous literature written on Asian businesses (broadly defined) have become somewhat dated. Indeed, with the integration of some communities over time it was not clear to some interviewees in the course of this study what was meant by the term - an 'Asian Way' of doing business. It was argued that an alternative approach of considering the issue might be to look at this in a different way, specifically - is the term 'Asian Way' a state of mind/ attitude and/or a type of behaviour/ entrepreneurial practice? Key issues were drawn from the literature and these formed the focus of the questions to a relatively small sample of entrepreneurs and support providers, these were:

- What types of markets are served;

- What role is played by family and other ethnic resources in supporting business development;

- How effective ethnic networks are in co-operating with one another;

- What effects discrimination has on business strategy and therefore firms' support requirements.

In the context of this exploratory study it was found that some Asian-owned businesses actively targeted markets based on a cultural niche. Moreover, they accessed and utilised resources in various ways in support of their firms and made use of cultural networks. First generation 'successful' Asians typified a cultural trait of hard work and a propensity to enter self-employment. Talent matched with hard work was also a cultural trait among the successful Asians and discrimination was not seen as a major issue. Expertise was also evident in other sectors e.g. food, whereby cultural knowledge was utilised to differentiate a product offering in order to effectively meet the needs of a target audience (a more difficult issue for entrepreneurs outside of the community). Luck should not be under estimated and each of the successful interviewees admitted that luck played a part. Even so, an important issue was risk taking and it could be argued that unless some cultural factors such as participation in networks and the like were present, then the chances of luck coming to the entrepreneurs may have been reduced. Another way of looking at this is that the entrepreneurs to some extent made their own luck, i.e. typifying the risk taking and proactive nature of entrepreneurship!

Arguably, with a rise in immigration from Asian and especially other ethnic groups into the U.K. (and certain other countries), particular challenges faced by first generation Asians some time ago that have become diluted over time may now be only partly applicable to these new ethnic communities. As such, ethnic related studies such as this provide a useful learning vehicle for future entrepreneurs. While the macro environment of countries change over time, it is necessary for policy makers to look for ways of facilitating activities of members of immigrant communities at the marketing/ entrepreneurship interface. This may be achieved by allowing for the more effective utilisation of culturally specific products/services/talents of the new immigrant entrepreneurs in order that they can hopefully realise their aspirations.
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Abstract

This research investigated the evolution of one Japanese manufacturing company, covering the first thirty years of its existence.  At the beginning there were just some aversions to big company practices, an idea (which the founders referred to as the ‘dream’) and a few committed people.  Thirty years later there was a company with multiple divisions operating across three continents. The researchers began observing the company over the most recent fifteen years of that existence, with the earlier years’ events being picked up though backward- looking interviews and historical documentation, to the extent it existed.  Importantly, the researchers had a chance to see where the company was in the late ‘80s, what the expressed intents of its leaders were, and how this evolved since then.  The active interaction between the researchers and company management began three years into the company’s internationalization phase.

When the study was initiated, the researchers were interested in learning how companies, especially smaller ones, make product-market decisions in the face of risk and uncertainty.  Thus, the method was to track key decisions in the history of the company and induce the patterns that seemed to attach to the company’s evolution as a product-market entity.  Although it was expected there would be some mix of deliberate choice with adjustments then for surprises (Hamel & Prahalad, 1990,  Mintzberg, 1978), that there would be some sort of stages of development whereby the firm would evolve in terms of strategic and organizational focus (Scott, 1968, Flamholz, 2000), a more fine-grained understanding of the interplay between environmental opportunities, theorized strategy, market entry and re-iterations of that process as learning occurred was to be the insight  from the research.  How the leaders kept the initial grand goals in place as they adjusted to the necessities of market survival provides key insights into the role of initial intent versus environmentally forced adjustments.

The basic outcomes can be placed into two categories, both stage-like in form.  First, the finding of a permanent product-market niche had been the focus and the outcome of the first 17 years of the company’s existence. The following fifteen years involved stepping through of a series of stages to achieve the internationalization goal which was envisioned in the mid-‘80s.  Opportunity search and response to those found was important at all stages of development, in the end one would conclude that the final strategy (to the point of the end of the study) was still heavily governed by two elements: the initial vision, and the company’s resource base.  The fact that these have played themselves out in a product/market arena different from anything originally envisioned gives strong insights into what is truly permanent in the realm of strategy.

While the research followed the company through its matching of resources and goals to market opportunity, it also traced the development of management theory and practice within the firm as it evolved 1) a company of five individuals struggling to get the dream off the ground to 2) an expanding company struggling to professionalize its management complicated by an increasing array of product/market endeavors to 3) a fledgling player in a succession of international markets to 4) a successful player in a multinational sense with still new geographic arenas to conquer.  The colliding cultural realities of the Japanese firm as a family and that of a publicly traded, internationally competitive firm provide an important backdrop to the management structures and processes developed to guide the company’s development.  Given the inevitable aging of the company’s founders, issues of management structures and succession emerge as probably the most difficult to surmount, despite the company’s product and market successes.

This study is somewhat unique in a few ways.  First, by being longitudinal in nature (and not merely backward looking) the researchers can capture the differences in thinking of the leaders over the latter 15 years of the study.  Many studies have to rely on the point of view of the leaders after the fact which has often evolved significantly over the time being studies.  Second, this study was initiated at a time when the knowledge of small Japanese companies was sparse outside of Japan.  It was also initiated to explore the researchers view that there was significant potential for Japanese companies who had learned to be top quality suppliers to Japan’s known big, high-quality producers to go abroad in the own right.  Third, it provides a basis for speculating as to how traditional Japanese business and social cultures impact on a firm’s operations and success.  We say speculating because, although ‘gambare’ (honor in never giving up), for example, is a valued cultural trait in Japan, it may often feature in North American entrepreneurial success as well.

Finally, the study is a useful crucible in which to further refine our understanding of the most vexing question in all of strategy, namely the resolution of uncertainty over time.  It is speculated that the differences provided by the Japanese context may allow better insight into potential similarities in resolving uncertainty, regardless of cultural context.

Analyzing the Dynamics of a Born Global’s Network: A Methodological Approach
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Background

For scholars in the fields of international business and entrepreneurship, it is increasingly evident that phenomena associated with organizational networks are a common area of interest. One of the challenges facing researchers however, is how to capture the dynamics, processes and influences of a network on the entrepreneurial firm, and likewise, the influence of the firm on its network. This is particularly important when the relationships between networks and entrepreneurial internationalization behaviour become of interest.

In the field of international entrepreneurship, some network researchers have applied cross-sectional survey techniques (Yli-Renko et al, 2002; Hadley and Wilson, 2003) while others utilize qualitative approaches (Coviello and Munro, 1997; Andersson and Wictor, 2003; Sharma and Blomstermo, 2003; Chetty and Campbell-Hunt, 2004). However, since networks possess both structural and interactional qualities (Mitchell, 1969; Hoang and Antoncic, 2003), and the notion of network dynamics implies that an understanding of networks in time is required, the complexity of the investigative process increases. That is, both ‘hard’ and ‘soft’ data, over time, are necessary for a complete network analysis. When faced with this challenge, researchers typically argue for multiple data collection methods (Hofer and Bygrave, 1992) and thus, network studies might include a combination of survey and case research as found in Coviello and Munro (1995) or Chetty and Wilson (2003).

While such an approach is reasonable, this paper argues that to fully understand network dynamics, it is important to distinguish between: 1) methods appropriate for data collection and 2) those appropriate for data analysis. More specifically, it is argued that when studying network dynamics, data collection should involve inductive phenomenological (qualitative) research since rich, deep, process-based network information is required. On the other hand, the data analysis stage can benefit from an approach that combines both qualitative and quantitative analytic techniques. This is because qualitative data has the unique ability to be transformed and interpreted in different ways (unlike quantitative data), and as such, can be analyzed to identify both network structure (hard data) and network interactions (soft data), over time. This is a critical advantage for qualitative data and means that network dynamics are able to be viewed through what is in essence, a bifocal lens. That is, an approach that integrates interpretation of rich, textual qualitative data with statistical analysis of that data.

Research Purpose

The purpose of this paper is to detail this methodological approach by applying the bifocal lens to network analysis in an international entrepreneurship context. Specifically, the approach integrates classic qualitative analysis techniques with statistical analysis of network characteristics aided by specialized software: UCINET 6, a social network analysis tool developed by Borgatti et al (2002). To assess change in the network, the analysis is conducted in the context of Kazanjian’s (1988) life cycle model.

To illustrate the bifocal approach, a single case site is used: CHARLIE, a software start-up defined to be a Born Global (following Oviatt and McDougall, 1994; Knight and Cavusgil, 1996). Given the focus on the Born Global, the network analysis also captures the evolution of the firm from the pre-establishment phase, and thus provides insight to network processes pre-venture formation and pre-internationalization.

Results and Limitations

The focus of this paper is on network research methodology, and specifically, an illustration of how our understanding of network dynamics can be enhanced by applying a bifocal lens to the analytic process. Therefore, only a summary discussion of the case results is presented in order to show how the analytic process proposed in this paper provides insight to network dynamics. In particular, the evolution of network structure and interactions over time, and their relationships to key life stages and the internationalization process are highlighted. Limitations and future research implications are also discussed.

REFERENCES

Andersson, S./Wictor, I., Innovative Internationalisation in New Firms: Born Globals – a Swedish Case, Journal of International Entrepreneurship, 1, 2003, pp. 249-275.

Borgatti, S.P./Everett, M.G./Freeman, L.C., Ucinet for Windows: Software for Social Network Analysis, Harvard: Analytic Technologies, 2002.

Chetty, S./Campbell-Hunt, C., A Strategic Approach to Internationalization: A Traditional versus a “Born-Global” Approach, Journal of International Marketing, 12(1), 2004, 57-81.

Chetty, S,K./Wilson, H.I.M., Collaborating with Competitors to Acquire Resources, International Business Review, 12, 2003, pp. 61-81.

Coviello, N.E./Munro, H.J., Growing the Entrepreneurial Firm: Networking for International Market Development, European Journal of Marketing, 29(7), 1995, pp. 49-61.

Coviello, N./Munro, H., Network Relationships and the Internationalisation Process of Small Software Firms, International Business Review, 6(4), 1997, pp. 361-386.

Hadley, R.D./Wilson, H.I.M., The Network Model of Internationalisation and Experiential Knowledge, International Business Review, 12, 2003, pp. 697-717.

Hoang, H./Antoncic, B., Network-based Research in Entrepreneurship: A Critical Review, Journal of Business Venturing, 18, 2003, 165-187.

Hofer, C./Bygrave,W. Research Entrepreneurship, Entrepreneurship Theory and Practice, 16(3), 1992, pp. 91-100.

Kazanjian, R.K., Relation of Dominant Problems to Stages of Growth in Technology-Based New Ventures, Academy of Management Journal, 31(2), 1988, pp. 259-279.

Knight, G.A./Cavusgil, S.T., The Born Global Firm: A Challenge to Traditional Internationalization Theory, in Cavusgil, S.T./Madsen,T. (eds.), Advances in International Marketing, Vol. 8: JAI Press, 1996, pp. 11-26.

Mitchell, J.C. The Concept and Use of Social Networks, in Mitchell, J.C. (ed.), Social Networks in Urban Situations, Manchester University Press, 1969, pp. 1-50.

Oviatt, B.M./McDougall, P.P. Toward a Theory of International New Ventures, Journal of International Business Studies, 25(1), 1994, pp. 45-64.

Sharma, D.D./Blomstermo, A. The Internationalization Process of Born Globals: a Network View, International Business Review, 12, 2003, pp. 739-753.

Yli-Renko, Y./Autio, E./Tontti, V. Social Capital, Knowledge, and the International Growth of Technology-based New Firms, International Business Review,11, 2002, pp. 279-304.

Export Withdrawal and 'Re-Internationalisation': Findings From a Longitudinal Study of U.K. Firms - Four Years Later
Dave Crick

Address for Correspondence: Dr Dave Crick, Business School, University of Central England, Perry Barr, Birmingham B42 2SU. United Kingdom. Tel: 44 121 3316768. Fax: 44 121 3316366. Email: david.crick@uce.ac.uk

Abstract

Findings from a 4-year longitudinal study into the activities of small U.K. firms that had discontinued export activities are discussed in this paper. The investigation concludes that existing internationalisation theories, by themselves, do not fully explain activities undertaken by management teams. It suggests that researchers and policy makers should view firms in a 'holistic' manner, i.e. being in 'states' rather than 'stages' of internationalisation in order to more accurately reflect their activities.

Summary of Paper

In contributing to the existing work involving internationalisation theory, this paper offers a longitudinal perspective addressing an identified gap in the literature. Specifically, the findings support the proposition that firms are in 'states' rather than 'stages' of internationalisation, reacting to both internal and external factors. Moreover, no single theory could account for firms' internationalisation strategies; indeed, some were as a result of planned whereas others unplanned strategies. In the course of this four-year study, two groups of firms were investigated, namely those that initially viewed the export withdrawal decision as short-term in comparison to those that considered it to be a longer-term decision.

The results of the four-year study found that firms internationalise at different paces, through different routes, and as a result of different learning experiences. It offers a challenge to existing work on internationalisation theory by suggesting that a forward motion through various stages is not always possible or desirable and some firms may have to stop overseas activities and start again once conditions are more favourable. Managers are likely to seek and exploit opportunities in different ways and policy makers must be able and willing to offer appropriate tailored support for these activities. Specifically, generic assistance programs may be useful to new exporters, but those with experience will know the basics and require more tailored support. In particular, those experienced firms that have discontinued exporting because of competitive factors such as problems with exchange rates. This study therefore contributes to internationalisation theory by providing findings from a longitudinal investigation into internationalisation processes and offers a basis on which future work can develop the results further, viewing the process in a holistic sense.
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SUMMARY

In this paper, we examine the role of entrepreneurial orientation, in combination with learning orientation, in supporting the firm’s market orientation and overall performance in international markets.  The context of the study is the international services sector, which has been largely neglected in both entrepreneurial and international research.  While much research has focused on entrepreneurship topics among international manufacturing firms, very little is known about the extent to which extant findings apply to services-providing firms.  In this study, we assess the relationships among the above concepts via a survey-based empirical study of multinational services firms.  Results are presented on behalf of both scholars and managers, and are expected to enhance knowledge regarding how entrepreneurial orientation contributes to supporting international performance in firms operating in the global services sector.

Interest in the services sector is a fairly new phenomenon.  Its emergence, however, is a direct consequence of the impressive growth services have experienced recently.  Perhaps the most significant tangible result of this interest has been the federal government’s creation of the North American Industry Classification System (NAICS), which names 358 new industries.  Of these, 250 (70%) produce services.  Research that links antecedents to services firm performance has been insufficient considering the economic dominance this sector has gained.

In this paper we summarize the theories relevant to entrepreneurial orientation, learning orientation, market orientation, and international performance.  We introduce key constructs and the anticipated relationships among, via a series of hypotheses.  We then test the hypotheses in an empirical study for services firms based in the United States.  The results are presented and the implications of the findings, as well as managerial implications,  are discussed.

The findings suggest that entrepreneurial orientation and learning orientation are important drivers of market orientation.  This antecedent relationship may be the most interesting and distinctive discovery made by the study, as such a claim has not yet been made in the literature.  The antecedent role of both entrepreneurial and learning orientations in the achievement of successful market orientation is straight forward.  A firm adopting an entrepreneurial orientation promotes proactive information and innovation search. Furthermore, it promotes an appropriate degree of proactive and risk taking behavior necessary to drive towards the implementation of innovations that are discovered within the resultant behaviors of market orientation.  Essentially, the entrepreneurial orientation encourages firm action and responsiveness, increasing the likelihood that the true potential of a market orientation is met through the realization of ideas generated by the posture.

A firm adopting a learning orientation promotes the appropriate learning behaviors critical to the information acquisition required by market orientation.  Essentially, the firm leverages its proclivity towards learning in order to strengthen its market orientation.  Again, considering the high uncertainty associated with the international environment, it is increasingly vital for firms to encourage the pursuit of thorough environmental understanding through organizational learning (the consequence of a learning orientation).

In turn, the study supports the suggestion that entrepreneurial and learning orientations are key antecedents to the overall success of services firms operating internationally.  While a direct linkage is not made in this model between these constructs and performance, they are critical in supporting the market orientation, which, in turn, drives firm performance.  That is, the presence of such orientations is critical to the eventual pursuit of performance through market orientation.

This study confirms the widely held belief that market orientation is a key antecedent to firm performance.  Furthermore, it establishes that this relationship is transferable to the sector of international services.  Indeed, it may be argued that such a market posture is at least as important to the international firm as to the domestic firm.  The confrontation of increased risk and uncertainty (essentially an increasingly hostile environment) would certainly require a more robust understanding of customers and competitors which have never been encountered before.  The increased customer sensitivity services necessitate may also create a demand for greater market awareness, which is accomplished through the adoption of market orientation.  Therefore, services firms dealing in international business should emphasize market orientation by constantly seeking customer and competitor information that can be used to boost performance.

Ultimately, these constructs appear to work in much the same way as they are portrayed in the literature for manufacturing firms.  While not necessarily surprising, this is undoubtedly an important finding.   The study suggests that much of the literature that has been written about the firm’s pursuit of increased performance may indeed be transferable to the international services sector.  In fact, due to the inherently hostile environment of foreign business, these postures may be even more important and critical to the success of international services firms.

In summary, this study suggests that international services firms may pursue increased performance through the cultivation of entrepreneurial and learning orientations.  This entails the promotion of an environment that encourages activities such as (but not limited to) proactive information acquisition, shared interpretations of new information, and a willingness to take risks and innovate.  These postures, in turn, will significantly and positively influence the effectiveness of the firm’s market orientation.  The service firm that achieves this effective market orientation should attain increased performance in the international arena.
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Extended Abstract

Successful implementation of advanced eCommerce requires knowledge of technological innovation, strategic and organizational change management. Until today, much of the existing literature on eCommerce implementations has focused on a single perspective. The new work described in this paper employed an integrative literature review based on strategic, organizational, and technological perspectives. This integrative perspective enabled us to build a comprehensive framework for defining the optimal approach to achieve and support rapid growth and internationalization in the context of eCommerce implementation.

Based on the literature and on case studies covering technological innovation management, organizational change, and strategy, I developed a ‘hybridization model’. This ‘hybridization model’ extends the existing strategic management literature about how eCommerce implementation decision and activities affect both rapid growth and internationalization. I also extended the organizational change literature by providing a context to manage ‘paradoxical’ or seemingly conflicting forces. I explore the optimal approach to the use of eCommerce in support of rapid growth and internationalization by: 1) identifying and examining factors/strategies which encourage growth within firms that have implemented eCommerce; 2) identifying and examining entrepreneurial and managerial practices/approaches that foster successful internationalization using eCommerce; and 3) generating analytical tools that entrepreneurs and managers can use to improve their ability to achieve and sustain rapid growth and internationalization.

I conducted in-depth interviews with three MNEs Comdirect Bank, Charles Schwab Europe, and Merrill Lynch Europe.  These firms are recognized as pioneers and market leaders who have successfully integrated eCommerce into their main line business systems. These in-depth interviews were conducted with the respective heads of each of their eCommerce divisions as well as other top executives who are directly involved in their eCommerce related decision-making processes.  Each interview was taped, lasted for 2-4 hours, and was transcribed for coding and analysis.  Secondary data were also collected from archival research and the participant firms’ websites for increased level of data reliability.  Synthesised patterns demonstrated that these three multinational securities firms— Comdirect Bank, Charles Schwab Europe, and Merrill Lynch Europe— have similarities and differences in their decision-making and implementation processes.  These case analyses were designed to investigate the critical and ‘paradoxical’ forces that affect strategic decision-making when firms decide to implement new technologies and business processes in order to achieve growth and internationalization.
I have found that the critical success factor for rapid and sustained growth and internationalization lies in the firm’s ability to build and lead an ambidextrous organization.  Drawing on literature and empirical case studies, I identified ten ‘paradoxical’ decision-making elements characteristic of an ambidextrous organization:

1. Simultaneously pursuing both incremental and radical innovation,

2. Recognizing the advantages of convergence and divergence and managing to maximize benefit by simultaneously deploying both initiatives,

3. Understanding when to employ a pro-profit business model and when to employ a pro-growth business model,

4. Knowing the importance of undertaking both short-term and long-term strategic planning concurrently

5. Knowing under which circumstances the firm should strive for first mover advantage or second mover advantage.

In order to be successful in achieving rapid sustainable growth and internationalisation, entrepreneurs and managers must have the capability to manage these ten competing and paradoxical decision-making elements.  Because I found that these ten elements are interlinked and have entangled relationships, I have coined this approach “hybridization model” of strategic decision-making.  Managers’ and entrepreneurs’ ability to manage, skilfully deploy and hybridize paradoxical strategies can have an important short and long-term effect on the firm’s success and survivability.  Further, I found that the optimal approach to implementing technological innovation and achieving rapid and sustainable growth and internationalization was selecting the ‘hybridization’ approach.

This paper contributes to research in several ways.  First, I use the concept of ‘ambidextrous organization’ to advance a firm’s growth and internationalization strategies, thereby extending and synthesizing the organizational and entrepreneurial strategy research.  Second, I also extend technological innovation management research in the area of the impact of different approaches to technological innovation on international entrepreneurship.  Third, my ‘hybridization model’ helps to resolve the need for a comprehensive and analytical framework in eCommerce, growth and internationalisation strategy literature, while providing scholars and practitioners a useful set of tools to manage their internationalisation and growth strategy in the context of an eCommerce environment.

While this model has been developed from the limited data set of three large multinational enterprises, I contend that it is likely to be relevant to the strategies of small- and medium-sized enterprises (SMEs), by enabling them to borrow ideas from large and multinational enterprises (MNEs) to improve their own strategy formulation for rapid sustainable growth and internationalization. Future quantitative research focused on SMEs and high tech start-ups could involve validating the ten critical elements of this model in their context as well as undertaking subsequent studies in different geographical areas, industries and firm sizes.  This research, if successful, would be of particular benefit to the community of Canadian start-ups and young, rapidly growing firms.

An Examination of the Antecedents of the “Born Global” Phenomenon

David J. Hansen, University of Illinois at Chicago
Rodney Shrader, University of Illinois at Chicago
The purpose of this paper was to examine the opportunity recognition process among nascent entrepreneurs intending on “going global” shortly after launching their new ventures. Specifically, the research question was: “What factors, occurring during the opportunity recognition/formation stage affected the decision to pursue international markets immediately or shortly after new venture formation?”

Much of the interest in Born Globals is due to the belief that their existence challenges traditional models of internationalization. One such model, referred to as the Uppsala or stages model (Johanson and Vahlne, 1977), suggests that firms expand into international markets in an incremental process that takes place over many years, often well after the firm is established in the domestic market. The fact that Born Globals enter international markets, sometimes without having any domestic market, contradicts the stages model. The research on Born Globals, however, has been mostly limited to case studies, very often of high tech firms, with the exception of a few large sample studies such as those by McDougall (1989) and Shrader (2001). In addition, the existing literature has examined firms already in existence, sometimes many years after formation. This research differed by looking at nascent firms, that is, firms that had yet to be formed and thus were still in the opportunity recognition/formation process. Specifically, the data source was the Panel Study of Entrepreneurial Dynamics (PSED). Thus, this study used a cross-sectional sample of nascent entrepreneurs in the U.S., whereas the existing literature has been mostly focused on either technology firms or businesses located in small, developed countries (e.g. Denmark and New Zealand) or both.

Conceptual Model

The conceptual model was developed based on an extensive review of the literature, which indicated that numerous factors influence an entrepreneur or team to pursue internationalization from startup.  Such influences include individual and product attributes, financial resources, and networks (e.g., Anderson & Wictor, 2003; Bell et al. 2004; Chetty & Campbell-Hunt, 2004; McDougall et al. 1994, Oviatt & McDougall, 1995; Shrader, 2001; Shrader, Oviatt & McDougall, 2000)

Method

The Panel Study of Entrepreneurial Dynamics (PSED) was used for the analysis.  The PSED is a large longitudinal dataset of US nascent entrepreneurs.  Since the data collection in the PSED began before the businesses were actually founded, the data allows for examination of the antecedents of the decision to pursue international markets. The dataset includes three waves of data collection. The PSED dataset is a large sample of all types of businesses, thus it can be used to contrast different industries, unlike previous studies, which often used case studies in selected, often high-technology, industries.

Analysis

The dependent variable was a measure of the entrepreneurs’ intentions to pursue international markets. The question that was used asked “Within the first three to four years what percentage of your customers do you expect to be international – that is, outside the United States?” Answers ranged from 0 to 100%. Analysis was conducted using logistic regression. This procedure was appropriate because the goal of logistic regression analysis is to predict group membership, which in this case is whether or not the entrepreneur has intentions to seek international markets immediately or shortly after formation.

Results

Results indicated that global intentions were significantly related to industry experience, age, risk tolerance, technological intensity, manufacturing, capital requirements, and networks.  However no evidence was found that global intentions were influenced by education, or the need for outside capital.

Contribution

This study contributes to the understanding of Born Global firms by identifying antecedents of internationalization intentions during the new venture formation process. This is the first study to look at causal factors of the Born Global phenomenon. The use of the PSED dataset allows for the examination of Born Globals in all industries, thus expanding knowledge of Born Globals beyond high tech industries.
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This study aims to develop understanding of non-traditional knowledge transfer (KT) activities inside universities. The first author was commissioned by the commercial arm of the Australian National University (ANU) to investigate potential improvements to their knowledge transfer system in a comparative study of universities based in Australia and UK.

The exploratory nature of the research made qualitative research strategies necessary. The research was conducted in two phases. The first phase was scheduled to span 8 months, and was begun in Australia in mid-2003. The second phase that was carried out in the UK started in March 2004 and will be finalised in September 2004.

Data collected was coded and organised into 26 constructs (grouped into Macro and System), which form the basis of the Knowledge Transfer Model. The data also informs cause-effect relationships between the constructs. Some examples from each construct class are now given.

Macro constructs
Macro constructs represent amalgamated ‘stakeholders’ existent outside of the KT system itself.
Bureaucracy Support (2): ‘The executive’; any public body that influences KT, such as university, government department or regional development organisation.

Industry Support (3): ‘The private sector’; those pursuing commercial objectives, any of which are potential implementers of knowledge, for instance, a multinational company, small-to-medium sized enterprise (SME), venture capitalist (VC) or researcher turned entrepreneur.

System Constructs

System constructs are internal to the KT system, and are its’ constituent parts.

KTO Quality (7): The inherent effectiveness of KTOs employed by the system. Experience in industry and/or academia is valuable, as are personal attributes such as intelligence, ethics and interpersonal skills.

Infrastructure (8): The existence of hard and soft systems to assist the process of knowledge transfer. Soft systems promote information management and processes governing inter-person communication, while hard systems are physical constructs enabling the co-ordination and delivery of resources to projects.

Activity Success (12): An activity is an action taken by KTOs intended to directly or indirectly promote the instigation or survival of a KT project. If not part of an official programme, the activity must at least be systematic.

Entrepreneurial Capital (25): Entrepreneurs possess the ability and initiative to drive a project forward. Entrepreneurial capital expresses both the quality and quantity of entrepreneurs available to the KT system.
A number of hypotheses have been generated that attempt to identify high leverage points for systematic improvement, one of which is now presented;

(H3):
 Entrepreneurialism may only be fostered through the opportunity for individuals to act entrepreneurially.


It is hoped the model of knowledge transfer presented can assist policy makers, practitioners and stakeholders of KT systems to enhance the process of knowledge transfer.  Qualitative testing of the hypotheses generated will form the basis of further research.
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Abstract

This paper aims to improve overall understanding of international entrepreneurship [IE] behaviour of SSA firms, by appraising and integrating evidence from 25 relevant SSA-focused studies. It responds to the germane calls for greater research and policy attention to firm-level international entrepreneurship behaviour in SSA; this is particularly important given the widely agreed association between firm internationalisation and national economic growth (Soderbom and Teal, 2001, 2003). The study’s major conclusions include: an observed upward trend in IE activities among SSA firms, particularly in those product areas that the region seems to enjoy some factor advantages; a significant amount of informal exporting, which indicates a potential for further growth in firm-level IE within SSA; the criticality of a strong base of managerial and organisational resources and skill-sets for favourable IE performance (including exporting start, deepening international involvement, and tapping into the potential benefits of ‘internetisation’); and the relevance of formal and informal networks and relationships in complementing the relatively modest resource/competency base of SSA firms, and improving their access to, and performance in, international markets. Based on the totality of the review evidence, the paper calls on  relevant governments and policy makers to: encourage greater international venturing among suitable SSA firms in view of the organisational learning benefits of so doing (Soderbom and Teal, 2003; Bigsten et al. 2004); encourage current exporters, including those that started out as “distress” exporters, or informal exporters, to deepen their international involvement level; facilitate business linkages between SSA firms and other important actors in local, regional and international markets; and to get on with the business of creating more enabling environments, and lowering the transaction costs of operating within SSA. The on-going multilateral efforts to encourage increased participation of SSA firms in global trade must also embody appropriately targeted capacity building measures, both managerial and organisational; and the World’s corporate giants and investors must show greater resolve to confronting Africa’s developmental challenge, by unleashing their investment resources on the many and varied opportunities offered by the continent.

Key words: international entrepreneurship; exporting; resources, capabilities; review; SSA.
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ABSTRACT

While dynamic operating environment opens up opportunities for entrepreneurial firms, they have to reconfigure their existing asset base and processes so to be able to seize opportunities. This study explores the effect of entrepreneurial orientation and firm's reconfiguring capabilities on international performance. In our view, it is necessary to combine entrepreneurship and strategic management perspectives when explicating sources of wealth creation.

Entrepreneurial orientation supports the firm's ability to recognize opening opportunities in an early phase. Entrepreneurially oriented firms also create opportunities through their actions. In order to take advantage of opportunities, firms often have to reconfigure their asset base as well. New processes, business models, complementary assets and methods are needed to capitalize opportunities. Thus, the firm's ability to build new capabilities, transform its asset base and reconfigure processes and structures to achieve new valuable resource combinations is crucial for sustaining competitiveness in changing environments (Teece et al. 1997).

We see that issue of entrepreneurial orientation and firm's dynamic capabilities in internationalization context is relevant and under-researched topic. In our view, internationalization can as such be considered as an act of entrepreneurship. Expanding the firm’s operations into new geographic markets presents an important opportunity for growth and value creation (Lu & Beamish 2001). International entrepreneurship literature has been primarily concerned by the activities of younger and smaller ventures. Although these companies are increasingly more important for many economies, we will adopt a broader scope in our study by examining the international entrepreneurial activities of established firms.

The empirical data used in this study is drawn from a dataset collected using a structured mail questionnaire. The sample includes 217 firms from seven different industry sectors. The hypotheses are tested by hierarchical linear regression analysis. Empirical findings indicate that firm's entrepreneurial orientation and its reconfiguring capabilities have an effect on firm's international performance. However, in this study we did not find connection between entrepreneurial orientation and degree of internationalization.

We believe that the integration of entrepreneurship and strategic management perspectives enhances the theory development in the field of international entrepreneurship. Finally, we hope that our study will encourage additional research to further examine the role of dynamic capabilities in successful international entrepreneurship.
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Extended Abstract 

The increasing prevalence of “born global” entrepreneurial ventures, as well as the appearance of highly internationalized small and medium sized enterprises, has challenged the idea that international trade is primarily the purview of large firms. In fact, some authors have gone as far as to argue that this trend has made international activity as much an area of activity for entrepreneurs as it is an area of activity for multinational firms (Etemad & Wright, 2003). Furthermore, traditional models of internationalization (e.g., Johanson and Wiedersheim-Paul, 1993; Johanson and Vahlne, 1977, 1990) that emphasize a set of stages where firms seek international experience after gaining domestic experience have, as later research has shown, overemphasised the importance of gaining domestic experience before moving into foreign markets. While these models may hold for large companies from developed economies moving into international markets, they clearly fail to hold for many small- and medium-sized ventures in both developed and transition economies. As a result of these trends, there is a critical need for research that “focuses on the internationalization process of new and small companies, primarily new ventures” (Manalova, 2003: 61).
In response to this call for more research, the paper we are proposing for inclusion in the upcoming McGill Conference on International Entrepreneurship focuses on one of the drivers of international entrepreneurship: ethnicity. In the proposed chapter, we will build on the existing literature on international entrepreneurship, but further develop our theoretical understanding of the role of ethnicity in driving entrepreneurs to create international new ventures. Recent research has highlighted the “remarkable pattern of exchanges among specific communities, castes, and clans” (Iyer and Shapiro, 1999: 83) that adds to the increasing frequency of occurrence of international entrepreneurship. The appearance of a large ethnic minority in a country tends to lead to an increase in international entrepreneurship as a significant number of the entrepreneurs within this ethnic group, lacking a familiarity with the domestic business environment, seek out opportunities to leverage their cultural knowledge of, and connections to, their country of origin. The literature on international entrepreneurship has only just begun to explore the link between “born globals” and ethnicity. In the proposed paper we will consolidate the existing research on ethnicity and international entrepreneurship and extend it through an empirical study of a case of a large-scale movement of people and the resulting pattern of international entrepreneurship.
More specifically, the study we present in this paper is an attempt to add to our understanding of this link between ethnicity and international entrepreneurship through an in-depth case study of international entrepreneurs in Turkey who belong to the 320,000 Turkish Bulgarians who fled across the border from Bulgaria during the seven week period in July and August, 1989. This large scale movement of people is the largest forced mass migration since the Second World War and provides an ideal context in which to study the dynamics of international entrepreneurship among an ethnic minority. Our study is based on semi-structured interviews with international entrepreneurs from the large ethnic group of Turkish Bulgarians in Istanbul. The entrepreneurs were interviewed regarding their experience as international entrepreneurs and the reasons for their decision to internationalize their new ventures. The sample was chosen through a snowball sample technique where current interviewees were asked for the names of other entrepreneurs who were then contacted and interviewed. The results were analyzed for common themes in the factors that led them to internationalize, the experiences they had internationalizing, and the factors that determined their success. The result is a model of the role of movement in international entrepreneurship.
Our paper is structured in four parts. We begin with a literature review of the international entrepreneurship literature and the role of ethnicity. Here we also connect to the ethnic entrepreneurship literature in order to develop our research question. In the next section we describe the context of our study – the story of the forced migration of Turkish Bulgarians from Bulgaria to Turkey – and outline our data collection and analysis procedures. In the third section we present our results. Our answer to our research question is a model of the factors that drive members of ethnic minorities to create international new ventures and that influence the success or failure of such ventures. We conclude with a discussion of the complex relationship between ethnicity, movement, and international entrepreneurship.

Our study makes several contributions to the theme of the workshop and to the literature on ethnicity and international entrepreneurship. Regarding the workshop theme, our paper focuses on the economic exchanges and collaborations among specific communities, in our case Turkish Bulgarians, where trade emerged based on their common ethnic ties. The Turkish Bulgarians are immigrants who have lived in Bulgaria for centuries and found it very difficult to assimilate with the Turkish mainstream society after they migrated across their national boundaries. They chose to maintain their cultural values and distinct identities by forming ethnic enclaves and close systems of social relations. Their selective migration and settlement resulted in the emergence of trading networks or trading diasporas (Sowell, 1996) where they “pursue different strategies than the majority” (Iyer and Shapiro, 1999: 84). In addition to this, the Turkish Bulgarians have used their kinship networks, and links with earlier groups of Balkan immigrants, to benefit from the arising opportunities with the transition of socialist economies to capitalism. Their cultural knowledge provided opportunities outside Turkey while the local environment was unfamiliar and difficult to benefit from. The result was that members of this ethic minority were much more likely to using their extensive network of kinship and identity in international new ventures, creating business links with their previous country and culture.
The contribution of this paper to the theory of ethnicity and international entrepreneurship is threefold. First, the study is an in-depth case study that aims to gather more detailed and less obvious data on one unique immigrant community. It has been selected because of the richness and access to narrative, historic and archival data associated with the connection between ethnicity and international business. Case study researchers often recommend extreme or polar cases over typical ones because the constructs of interest to the researcher tend to be more “transparent and observable” (Eisenhardt 1989). Few studies of this kind exist in the international entrepreneurship literature. Second, based on this deep understanding of the experience of these entrepreneurs, we develop a model of ethnic collaborations, new venture formation, international expansion and competition. This model grows out of the experience of real entrepreneurs and reveals a number of facets that are new and surprising. Third, the study explores the Turkish Bulgarians as a network and attempts to understand the dynamics and factors that lead to such collaboration, and further, to formation of international entrepreneurial activities. Combined, we provide a model of the determinants of ethnicity, new venture formation and success in both international and domestic environment.
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Abstract

Knowledge, especially knowledge-based competition and knowledge management, have become a focal point of interest to management scholars and practitioners. Intuitively, it is clear that if the firm knows more about its products and services, technologies, markets and customers, it should be able to perform better than its competitors. However, it was not until recently, in the mid and late 1990’s, when knowledge began to be seen as a strategic resource or capability for a firm (see e.g. Grant 1996, Autio et al. 2000). This change in strategic management thinking stems partly from the dramatic transformation of the business environment during the last decade. Globalisation of the business environment means that even the smallest firms have to face international competition, either directly by operating internationally themselves or indirectly by facing foreign competitors in their home markets. This development has led to a situation in which the ability to compete at the international level has become of utmost importance for many firms aiming at long-term survival and growth.

There is empirical evidence that more and more SMEs begin their international operations almost immediately after being established (see e.g., Oviatt and McDougall 1994, Knight and Cavusgil 1996, Moen and Servais, 2002). Such rapid internationalisation is evident in knowledge-intensive industries and it contradicts the traditional incremental view towards internationalisation. Many researchers have argued that there is a gap between the two lines of research, i.e. big versus small firm internationalisation, as the firms differ in their resources and possibilities to internationalise (see e.g. Etemad 2004). Although more and more publications on the internationalisation of SMEs are emerging, there is clearly a need to study the phenomenon further. In the case of small and medium-sized firms, lack of resources sets limitations on the use of different internationalisation strategies, and the role of intangible resources, knowledge and capabilities should be emphasised. There is a lack of conceptual research on the effect of different knowledge-based capabilities and their effect on the internationalisation process. Because of the diversity within the research area, there is a need for integrative major frameworks to study the small firm internationalisation.

The aim of this paper is to present a knowledge-based view of internationalisation. We explore the possibilities to extend the current knowledge related to the internationalisation process by studying the nature-of-knowledge determinants as possible explanatory factors behind the process of internationalisation within the SME setting.

The so-called knowledge-based view (KBV) of the firm is an extension of a well-known resource-based view (RBV) of the firm (e.g. Wernerfelt 1984, Barney 1986; Foss 2000). The RBV emphasises so-called VRIN attributes (valuable, rare, inimitable and nonsubstitutable) of physical, human and organisational resources, i.e. the resources and capabilities which can give a competitive advantage to a firm should be valuable, rare, inimitable and nonsubstitutable (Barney 1991). According to the KBV, a sustainable competitive advantage based on resources and capabilities, especially organisational skills and practices learnt over time, can be seen as more likely than the one based on positioning and a single product. While accepting much of the content of the RBV, it pays more attention to the process or path by which specific capabilities evolve and develop over time. This notion of evolution of resources, capabilities and knowledge over time stems from evolutionary economics (see e.g. Nelson and Winter 1982, Foss and Eriksen 1995). Learning is seen here as a key element for long-term competitive advantage and superior performance (Teece et al. 1997, Kyläheiko 1998). Learning occurs through partial replication of processes as well as through knowledge creating, integrating and transferring mechanisms of the firm. The implication of the learning process of the firm is that the past contributes to the current knowledge base of the firm, and knowledge and learning go hand in hand even in rapid internationalisation.

In the paper we highlight several important key capabilities for small firms concerning their internationalisation process by proposing KBV framework for a small firm internationalisation. For example, leveraging of the capabilities and the ability to build a strategy in order to gain suitable balance between the easy transfer and good protection of the knowledge within the firm should be key issues in the strategy. Managerial implications of the proposed framework focus e.g. on importance of various capabilities. The issues discussed in the paper include also the comparison of the knowledge-based framework to the other existing meta-frameworks of internationalisation, such as OLI paradigm.
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Abstract

Organisational capabilities have become a central theme and interest for both practitioners and strategy scholars recently. Since the mid or late 1990’s the strategic management research has begun to see various types of knowledge as strategic resources or capabilities for a firm (e.g., Grant 1996; Autio et al., 2000). Especially in changing and unpredictable environments, in which small knowledge-intensive information and communications technology (ICT) firms often operate, knowledge-based organisational resources/capabilities are seen to contribute most to the performance.

However, these resources tend to be scarce in small firms. They often lack money to build up technologies to produce superior products for international markets, and the lack of experience and skilful workforce obstructs internationalisation. Nevertheless, many of these small and medium-sized enterprises or firms (SMEs) are not following traditional incremental internationalisation models and are actually using various differering patterns in their internationalisation process (e.g., Bell, 1995; Knight and Cavusgil, 1996; Moen and Servais, 2002). ICT industry is one example in which this development is evident.

As more and more SMEs become international there is a growing interest in frameworks through which this development can be studied and described. The knowledge-based view of the firm, which is a dynamised extension to a well-known resource-based view of the firm, is seen as a useful approach in our study. Although incremental, behavioural based, internationalisation theories (see e.g., Johanson and Vahlne, 1977, 1990) have emphasised the role of management experience in international business, there is still a shortage of studies in which the relationship between different types of knowledge possessed by SMEs and internationalisation performance is emphasised.

Based on the arguments presented above, in this paper we explore the internationalisation process of small knowledge-intensive firms by studying the effects of a firm’s organisational capabilities on internationalisation strategy and performance. Organisational capabilities are operationalised by marketing, technical, as well as management (organisational) and financial capabilities. We also study the effect of international experience (i.e. knowledge about foreign markets and operations) as it can also be seen as a part of organisational capabilities.

The empirical investigation uses a sample of 124 Finnish small and medium-sized firms providing value-added services in information and communications technology sector. 71 (58 percent) of these firms operate internationally. International experience is confirmed to be a significant determinant of internationalisation strategy and performance. In addition, financial capabilities and good financial management prove to be significant. An excellent investment expertise, connections with venture capitalists and good financial management are important capabilities for a small firm with high growth aspirations. This notion is helpful as well for public policy makers, business incubators, science parks personnel and business angels.

In the case of internationalisation strategy, less emphasis on country distance characteristics yielded better results. We can speculate for the reasons behind this result (e.g. if it is because of external networks and client following or because of the global mindset of managers). It may be that the use of rapid growth strategies, e.g. born global approach in internationalisation strategy gives a firm edge over its similar-sized and equally capable rivals. In some studies international entrepreneurial orientation (IEO, see e.g. McDougall et al. 1994, Autio 2000, Knight 2001, Kuivalainen et al. 2004) is seen as an antecedent which may explain the growth strategy choice (e.g. the utilisation of a born global strategy) and performance differences within small firms.

At the end of the paper implications and directions for future research are discussed. Although we have to admit that there are limitations in our work, we believe that this study has contributed to our knowledge of the capabilities’ effect on the internationalisation of small knowledge-intensive technology-based firms.
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The Influence of International Business Environment to the Emergence of Rapidly Internationalising Companies
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Extended Abstract

Continuous change shapes the world we live in. Globalisation, together with economical, technological and political revolutions is an example of this. Since no firm exists in isolation, but operates in interaction with others and the environment, this is bound to reflect in the way firms operate. As the business surroundings of firms have become increasingly global and connected, many firms now operate in a very different environment than before. In one that increasingly encourages international approach and orientation as a business strategy.
The internationalization and the export behaviour of firms have been under the interest of scientific discussion for some decades now. Different streams of research have arisen and conceptualisations together with theory development have been diverse. Nonetheless, the most influential streams of research in internationalisation process theory state that firms have usually tended to become international through a slow, on-going process with small incremental steps over a relatively long period of time (Rialp-Criado, Rialp-Criado & Knight 2002, 1).
However, corresponding to the accelerated change in the business environment, a new phenomenon has emerged to challenge these traditional theories – the phenomenon of rapid internationalization. It seems that in addition to traditionally internationalising companies, there exists a group of born global firms which adopt an international or even a global approach right from inception or shortly thereafter. They have been called Born Globals (Madsen and Servais, 1997), International New Ventures (Jones, 1999; Oviatt and McDougall 1997; 1994) and Global Start-ups (Oviatt et al, 1991); and they can be roughly conceptualized as early internationally oriented firms whose existence and behaviour simply contradict the traditional incremental theories of internationalization.
A majority of the existing studies on rapid internationalisation are building upon traditional internationalisation theories and only a minority can be considered as highly theoretical. Although the driving forces of this phenomenon have been discussed in some of the previous literature, they have been explored only on a quite superficial level and they have not been conveniently integrated in most of the theoretical framework of reference designed for conducting a research (Rialp-Criado et al. 2002, 15–18).

Moreover, the amount of discussion concerning the environmental factors and their relationship to rapidly internationalising companies has been so far quite modest. Even though the importance of environmental factors has frequently been highlighted in the export marketing literature, only a little empirical research has been undertaken in this area (Katsikeas, Leonidou & Morgan 2000, 496). According to Rasmussen and Madsen (2002, 17–18), two major questions can be raised for future research: “why do we suddenly find this large group of instantly international firms?” and “how is this phenomenon linked to other trends in international business environment?”
To answer these questions, the internationalisation process of an individual firm cannot be evaluated in isolation; instead it should be analysed by also considering the environmental conditions and relationships of the firm in question (Madsen & Servais 1997, 572). Environmental factors can shape the domestic, foreign and the general macroenvironment of business. This is the environment in which all exporters have to operate in, with forces that are mostly out of their own control (Aaby & Slater 1989, 7).
It can be argued that the dramatically changing environment can provide an explanation for why the existing models of incremental internationalisation no longer apply to these newly emerged forms of internationalisation. Consequently, the objective of this study is to discuss this relationship between the environment and rapid firm internationalisation. Based on an extensive literature review, a framework for the international business environment of rapid internationalisers was developed.
This study points out the multiple dimensions of the business environment in the context of rapid internationalisation and generates propositions about the relevant and topical phenomenon. The paper ends with managerial implications and suggestions for future studies.
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Abstract
Researchers have acknowledged the ability of the top management team to formulate and implement strategic initiatives, and how this process is critical to firm performance (Child, 1972; Cyert and March, 1963; Hambrick and Mason, 1984). The performance impact of the top management team is likely to be even greater for new knowledge based or technology based ventures, as they may often lack other extremely valuable organisational resources. However, extant research investigating the role of top management teams (who are often the entrepreneurial founding members) is scarce and bedevilled by inconsistencies, resulting in calls for further research (Birley and Stockley, 2000; Cooper and Dailey, 1997).
Creating a start-up is not easy, particularly when considered in the light of the amount of information, skills, capabilities and knowledge required to make a start-up viable and successful. Entrepreneurship research has indicated that teams do start a significant number of new ventures, or that a team is created in the first few years of start-up (Kamm et al 1990; Watson et al, 1995) and that a strong link exists between team created ventures and success. Indeed the quality and composition of such teams is a critical determinant of organisational performance (Huber and Glick, 1993; Hambrick, 1994). Intuitively this rings even truer for start-ups who are targeting many international markets right from inception, some even before any attempt is made to work domestically. As Cooper and Dailey (1997: pg 144) succinctly comment “Entrepreneurial teams are at the heart of any new venture.”

As team based ventures outperform the lone entrepreneur ventures (Cooper and Bruno, 1977) entrepreneurial teams should have become an interesting and rewarding research area of endeavour. However, this has simply not been the case, it would be expected that a significant bulk of the entrepreneurship literature would be given over to the research of team founded ventures, but the reality is that most of the literature has focused on the lone entrepreneur (Watson et al, 1995). This trend is particularly so in the international entrepreneurship literature. Moreover, Lohrke and Bruton, (1997: pg41) comment that after a review of the leading management and international business journals, top management teams were “notably absent” from the globalisation literature.

However, a body of literature is beginning to emerge. The globalisation literature stresses the gains and benefits from globalisation whilst at the same time stressing the inherent complexity and uncertainty which surrounds firms undergoing globalisation. In spite of these drawbacks, many authors, such as, Barkema and Vermeulen, (1998) and Barlett and Ghosal, (1989) posit that long term success internationally depends on a firm having an extensive global strategic presence (GSP)
. Whilst few studies have linked the top management team (entrepreneurial founding team) with GSP, tenuous links are beginning to emerge (Reuber and Fischer, 1997; Lohrke and Bruton, 1997). For example, Sanders and Carpenter (1998) found that  large top teams often lead firms with expansive GSP, and they went on to argue that firms with a large management team can benefit from a division of labour. They further suggest that the management team’s size may reflect the diversity of the member’s background’s and information sources, and ultimately their collective capacity to process information concerning globalisation or internationalisation activities.

McDougall et al’s (1994) work demonstrated that firms which are international from birth were typically founded by a team of individuals with international experience. Directly related to this is the work of Bloodgood, Sapienza and Almeida (1995) which posited that the international experience of the entire top management team was related to greater internationalisation at the time of an IPO. Indeed previously, Buckley (1993) had argued that the role of teams was likely to become a major plank in internationalisation research, although ten years later this appears not have been realized.

Using a cross-national sample of 143 internet enabled small firms from Canada, Ireland, New Zealand and Australia, this study explores the role of the entrepreneurial founding team in rapid and dedicated internationalisation. Firstly “shallow cases” were constructed for each firm yielding 70-80% of the required descriptive information, the gaps in the shallow cases were then completed by the participant CEOs. A representative sub sample of 53 firms was identified and in-depth interviews conducted. Therefore the study uses a multi stage and multi method approach to obtain rich and meaningful data, in order to gain insight into entrepreneurial team formation, the founding history of the firms, and changes in team structure over time. In addition, the role of the entrepreneurial founding teams in leveraging and acquiring networks, resources and knowledge is explored.

The results indicate that typically these firms are knowledge based or knowledge intensive, niche focused, aggressive, and ambitious with strong international visions. They are young in terms of their year of establishment and the average age of their management, and often have significant foreign sales, indeed some have no domestic market at all. The entrepreneurial teams display changes in their skills and knowledge base over time, and often becoming more heterogeneous in nature in response to critical incidents in the internationalisation pathway, for example, the acquisition of venture capital.  Such firms are in fact engines of economic growth, as they represent a major source of job creation, innovation and export growth. In addition, they represent an increasingly important challenge to the management of older, less aggressive firms. These issues are discussed in more detail in the full paper.
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Abstract

Small and medium sized businesses are rapidly pursuing global business strategies with rigor and determination. Researchers struggle to understand the conditions under which these businesses become “born global”. It is determined through a study of Venture Capital Portfolio firms in Canada and the US that the domestic market size and openness does quicken the pace of internationalisation in Small and Medium Sized Enterprises. However, there is no evidence to indicate that market size and openness affects the pattern of internationalisation. It is hypothesized that the pace and not the pattern is affected because the key decision makers in Born Global firms in different economies view the risk of foreign markets in the same manner. However, the key decision makers in a smaller economy are forced into the foreign market quicker because the domestic market is too small. Thus, both will pursue similar patterns of internationalisation, but will do so at different times in the development of the new venture.

Following the Pathway of Female Entrepreneurs: A cross-national investigation

Emma McClelland

University of Ulster

School of Business, Retail and Financial Services

Coleraine Campus

Northern Ireland

EM.McClelland@ulst.ac.uk
Janine Swail

University of Ulster

School of Business, Retail and Financial Services

Coleraine Campus

Northern Ireland

J.Swail@ulst.ac.uk
Prof. Jim Bell

University of Ulster

School of International Business

Magee Campus

JD.Bell@ulst.ac.uk
Dr. Patrick Ibbotson

University of Ulster

School of Business, Retail and Financial Services

Coleraine Campus

PG.Ibbotson@ulst.ac.uk
Extended Abstract

The global outlook for female entrepreneurs has never been more encouraging (Riebe, 2003).  Internationally, one in ten women is self-employed, and it is estimated that women own and manage up to one third of all businesses in developed countries. Furthermore, there has been increased policy and research interest in the growing number of female entrepreneurs and their potential contribution to both the local and global economy (Carter, 2000).  However, an important gap in the literature is enquiry into the development of these female-owned organisations from inception to maturity, and their growth in domestic and/or international markets. Given a limited understanding of such issues this contribution seeks to provide an insight into the numerous, heterogeneous experiences of female entrepreneurs in Ireland, Canada, Australia, New Zealand, South Africa and Singapore. It will address key themes such as motivation to start-up, growing the business, gender issues and the challenges faced by these women.

Addressing the entrepreneur’s personal motivations for initiating start-up activities has received significant attention in the entrepreneurial literature (Carter, 2000) and is considered one of the key components for entrepreneurial success (Timmons & Spinelli, 2003).  The literature often reveals various ‘push’ and ‘pull’ factors as motivators for business start-up (Alstete, 2003). The ‘push’ factors are associated with the necessity factors that force the female into pursuing her business idea. These can be redundancy, unemployment, frustration with previous employment, the need to earn a reasonable living and a flexible work schedule, reflective of the family caring role that is still expected from women (Alstete, 2003; Orhan & Scott, 2001). The ‘pull’ factors are those associated with factors of choice (Orhan & Scott, 2001) and the desire for entrepreneurial aspirations (Deakins & Whittam, 2000).  These relate to independence, self-fulfilment, autonomy, self-achievement, being one’s own boss, using creative skills, doing enjoyable work, entrepreneurial drive and desire for wealth, social status and power (Alstete, 2003; Orhan & Scott, 2001; Schartz, 1976). Furthermore, it has been suggested that women are motivated by the social contribution their business can make to society (Orhan & Scott, 2001; Thompson & Hood, 1991).

There has been considerable academic attention paid to the development of models that seek to capture the nature of the organisational growth process and in particular, the distinct evolutionary stages (Poutziouris, 1993) from start-up to maturity. An underlying assumption of this type of research is that growth can be understood in gender- neutral terms, yet there is evidence to suggest that female entrepreneurs may perceive the need for growth differently than their male counterparts (Mitra, 2002, Still & Timms, 2000).  Indeed, Burns & Dewhurst (1996), agree that the main problem with growth models is that many firms do not experience growth, especially female owned firms. Furthermore, an OECD report (2001) concluded that it is difficult to ascertain how many women entrepreneurs are involved in international trade, in what capacity, and in what countries. However, internationalisation as a growth strategy is important as firms owned by women that operate internationally have proven to be more successful and grow more rapidly than their domestically focused counterparts (McKay, 1998).

Women confront a variety of challenges in developing and running a business (McKay, 2001). The literature discusses a number of obstacles faced by many female entrepreneurs, which prevent or hinder the development and growth of the firm (O’Gorman, 2001; Orser et al., 1999), including acquiring appropriate training (Walker and Joyner, 1999; Hisrich and Brush, 1984), obtaining capital (Buttner and Moore, 1997; Carter, 2000) and gender discrimination (Kleiman, 1998).  Nelson (1987) believes that women approach the entrepreneurial experience with disadvantages rooted in education and experience. There is also literature to suggest that it is often resistance from family that proves the greatest barrier for female entrepreneurs (Babaeva and Chirikova, 1997) as well as the problems of overcoming cultural conditioning (Scherer and Oeltjen, 1992) as cited in McKay (2001).

An innovative, internet-based methodology was employed to collect the data in the chosen locations, using Internet resources such as online media, company web sites and other pertinent sites. A significant volume of information was readily available from these sources (some 90% of the data required for the study). Any information gaps or issues requiring further clarification were then addressed via email-exchanges with the individual entrepreneur. In some cases this follow-up was made redundant due to a non-reply, therefore the information was unobtainable. However, some of the women were keen to discuss in more detail their business activities through a series of email exchanges. As a result the data collection in some countries was richer than initially anticipated.

Initial findings demonstrate threads of commonality between female entrepreneurs in different countries but also highlight differences in the experiences of these women, not only across countries but also within certain countries. It was evident that the businesses investigated demonstrated a strong social orientation. These ‘socially oriented’ businesses are designed to help the overall community, environment or disadvantaged groups in society.

The predominant factor identified in addressing the motivations for start-up amongst these women was the altruistic desire to create a better environment for their family and overall community. This was particularly evident in South Africa and least apparent in Ireland.

All of these organisations are presently experiencing some form of growth, although differences were identified in the type and pace of growth.  The most notable findings were illustrated in Australia and Ireland where many of the organisation’s international growth patterns were both rapid and initiated within the first two years of start-up. This is contrasted in Singapore and South Africa where growth and development of these businesses is gradual and incremental.

An overriding financial barrier was evident throughout the six countries at both the start-up and growth phases. In addition, it was identified that there were further ‘country-specific’ barriers which occurred during the internationalisation process of some of these companies.

This research found that gender-specific obstacles could not be strongly identified amongst the sample except in Singapore and Ireland where issues of gender posed a major problem for the majority of these women. This trend was more apparent in the start-up phase of business and in fact tended to subside once their businesses’ had been established.

Finally, clearly evident is the fact that each woman has a unique story to tell about the birth and development of her organisation and therefore this paper does not attempt to test theory but rather to explore a subject that has not received much academic attention in the past. A comprehensive discussion of the findings will be contained in the full paper and it is hoped that the issues raised will merit further investigation at a later date.
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ABSTRACT

This work analyses the impact of information and communication technology (ICT) on the competitiveness of Small and Medium Enterprises (SMEs). The greater capacity to transfer and process information enabled by the adoption of ICT provides new competitive advantages for SMEs. Size limitation may no longer be an issue for these companies, not only in terms of business opportunities but also in terms of minimum effective size, vertical disintegration and development of interfirm collaboration.

This study has two main objectives: (1) to identify and rigorously support the opportunities opened up by ICT in the SME environment using two theoretical frames, including transaction costs economics and the resource-based view of the firm; (2) to test the resulting hypotheses about the relationship among the structural characteristics of competitiveness, strategic decisions and ICT adoption for the Spanish case.
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Extended Abstract

Our research focus has led us to reflect on the transnationalization of ethnic businesses, as part of the overall internationalization process for ethnic businesses. In particular, this paper explores the theme of internationalization/transnationalization as it applies to ethnic businesses in Canada and addresses specifically the following questions:

- Do the transnational links of ethnic entrepreneurs contribute to the internationalization of trade?

- How does transnationalization of ethnic entrepreneurship affect internationalization of SMBs?

- To what extent are the business relations maintained by ethnic entrepreneurs with their country of origin part of a broader system of international entrepreneurship?

The research presented in this paper continues that carried out by the Entrepreneurship Research Alliance and is based on our previous work in the field of ethnic entrepreneurship (Brenner, Menzies et al., 2002; Ramangalahy, Filion et al., 2002; Filion, Menzies et al, 2003; Filion, Brenner et al., 2003; Filion, Paré et al, 2003, Paré, Brenner et al., 2004). Five ethnic groups were selected because of their significant representation in Canadian immigration and their presence in the three largest Canadian cities, Montreal, Toronto and Vancouver. Using information reported by entrepreneurs from the Chinese, Italian, Jewish, Indian/Sikh and Vietnamese ethnic groups in each of these three cities, we present and analyze relevant data dealing with the specific theme of internationalization/transnationalization. The business relations of the entrepreneurs with their country of origin are examined to verify the intensity of business activity development both in the country of origin and with people from their own ethnic group. We examine the question of the internationalization of ethnic businesses from the viewpoint of the links maintained by entrepreneurs with their compatriots and their country of origin, which was often the focus of their economic dealings outside the host country.

Based upon data reported by ethnic entrepreneurs, it seems that different ethnic groups appear to have distinct strategies concerning the links they maintain with the country of origin, in part because they arrived at different periods of time, in part because the relative importance of Canadian-born entrepreneurs varies from group to group. We found that economic relationships with compatriots, non-compatriots and the country of origin are mainly affected by the ethnic origin variable and that contacts with the country of origin, frequency of contact, and the types and extent of international-transnational relationships differed significantly between the groups surveyed. While one-third of the entrepreneurs in the sample had travelled for business reasons (including combined business/family trips), the proportion rose to one-half for the Chinese entrepreneurs. The Jewish entrepreneurs scored next highest, with a little over one-third reporting business trips.

The process by which ethnic businesses become internationalized begins with transnational links (Sassen, 1992; Portes and Zhou, 1992; Meintel, 1993). It is structured by the relationships that are established with compatriots and non-compatriots, between the host country and the country of origin, whether these links are considered as weak or strong ties (Granovetter, 1973; 1995; 2000). The data, although difficult to generalize given the small size of our samples, show the importance of the ethnic origin variable in the relationships maintained by entrepreneurs with their country of origin. With compatriots, Italian, Jewish and Indian/Sikh entrepreneurs make most use of their social capital by attempting to develop more contacts whereas Vietnamese entrepreneurs create more import-export links. With non-compatriots, entrepreneurs in most of the groups suggest gathering information and getting to know the customs of the target country. However, entrepreneurs in the Vietnamese and Indian/Sikh groups take a different approach, recommending not doing business with their country of origin because of the large number of potential difficulties. Of course, from moral support to financial assistance to miscellaneous advice, we observed differences among the groups when comparing the start-up phase and day-to-day operations. The purchases made within the ethnic group and in the country of origin revealed the extent of intranational (25.2%) and transnational (12.7%) links, with a particularly high level of involvement in the ethnic economy among Chinese entrepreneurs (40.0% and 20.9%). The important role played by China in the global economy is obvious and this is reflected in the behaviour of ethnic entrepreneurs in the major Canadian cities.

The importance of transnational relationships in ethnic studies and in ethnic SMEs internationalization process is an interesting area for more in-depth study. We believe that a lot of work remains to be done concerning the emergence of this new research area in the internationalization of small businesses, as has also been suggested by Marcotte (2004), Etemad (2004) and Allali (2002) in their work on the internationalization of SMEs. From our point of view, this new research area should help to formulate government immigration policies in the future.
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It is clearly established today that the quality of the information to which organizations have access plays a critical role in their capacity to take good decisions, to benefit from business opportunities, to adapt to changes in the environment, to develop their knowledge base, to innovate in order ultimately to remain competitive, to grow or in summary to succeed.

We know that small and medium-sized enterprises (SMEs) are expected to play an important role in support of the growth and competitiveness of our economies.  Experts defend the claim that their capacity to effectively fulfill this role requires SMEs to expand their activities to markets abroad.  However, several studies have reported that the proportion of SMEs that are actively committed to exports remains limited.  One of the main explanations for this situation is that, in the fact, SMEs are not well informed of export markets and management.  Studies that were conducted in the last two decades have allowed us to identify the types of information and sources of information that exporting SMEs need, use and perceive to be important.  But, very few initiatives have been made to verify systematically the impact of the information upon their performance.  Moreover, many pioneering works stemming from the fields of contingency theory, decision making, entrepreneurship, organisational learning and resource-based view, suggest that it is not perception, nor the use of information and sources of information that explain the performance of organizations, but rather the quality of these resources.  Our objective in this study is to contribute to a better understanding of the impact of the quality of the information on exporting SMEs’ performance.  More specifically, we want to investigate the quality of the information to which exporting SMEs have access and its impact upon performance.

Considering the scarcity of works related to our concern, the results of our literature review are an integral and essential part of the results of this study. We made an extensive review of the literature related to the theoretical foundations of the impact of the information on organizations’ performance, the concept of information quality, the information needs of the exporting SMEs and the concept of performance in the context of exporting firms.  We pulled the following conclusions from this review: the resource-base theory is the most suited to investigate the impact of information upon the performance of exporting SMEs, the concepts of information quality and performance are multidimensional notions, the information needs of exporting SMEs cover a wide range of domains, and finally the impact of information quality upon performance would be adequately modelled by considering the mediatory role of competitive advantage.
Our research model is structured around three constructs: the quality of the information (explicative or independent variable), the performance (explained or dependent variable) and the competitive advantages (mediatory variable).  We formulated three research hypotheses: 1) The quality of information determines the competitive advantages of exporting SMEs; 2) The competitive advantages of exporting SMEs determine their performance, and 3) high performance exporting SMEs have access to greater quality of information (and conversely).

We exploited a database which has been constituted from a survey aimed at investigating the impact of the information absorptive capacity on the performance of exporting SMEs.  The database is made up of responses from export managers of 110 manufacturing SMEs located in the province of Quebec.

The descriptive analyses of the performance variables indicate that the sampled exporting SMEs are high-growth firms.  The quality of the information to which they have access is rather moderate.  Nevertheless, we found that these SMEs are generally more competitive compared to their competitors.  Beyond these general observations, we noticed also that the value of the standard deviation of all variables was rather high.  This last result indicates implicitly the heterogeneity of our sample.

We performed factorial analyses in order to reduce the large number of variables that were retained to measure the constructs.  We also verified systematically the reliability of the measures by calculating the alpha Cronbach.  The results confirm the multidimensional nature of information quality, performance, and the competitive advantages of exporting SMEs.

We have used the Partial Least Squares method (PLS) to test the first two hypotheses.  The coefficients of causality between the three constructs (information quality, competitive advantages and performance) show a positive sign and were statistically significant at 999‰. Theses results indicate clearly that the quality of information affects positively the competitive advantages, which in turn determines positively the performance of the sampled exporting SMEs.  From a practical point of view, these results suggest that exporting SMEs should, among other things, improve the quality of their information resources to increase their performance.  To test the third research hypothesis, we performed cluster analyses.  The best solution is made up of three groups that shows a high level of intergroup differences and allows a clear and relevant interpretation.  The three groups of SME can be positioned on a continuum based on their scores.  The group of firms that have access to highest quality of information were found to be the best performers (n=41).  However, the groups of firms that show the lowest level of information quality (n=36) were not the least performers.  The third hypothesis is then verified only in the case of the highest performers.  These last results suggest that the relation between the quality of the information, the competitive advantages, and the performance is far from being a linear one.

The results of this study allow us to formulate some practical implications that may help exporting SMEs improve their performance.  Results of descriptive analyses show that the support of exporting SMEs’ competitiveness raises a complex challenge since it requires actions in several fields: marketing, research and development, production, and information. These results suggest that SMEs should continue to look at the development of their export activities in a large perspective seeing exports not as a functional and separate activity.  Results of cluster analysis indicate that high performing exporters differ from others by the higher quality of information they have on markets, competition, prices, and advertisement.  These four types of information seem to be the most critical ones in which exporting SMEs should invest in priority in order to succeed.  Finally, the results of factorial and reliability analyses indicate that the quality of informations to which theses SMEs have access rely on the opportunity of their access, their adequacy to internal needs, their learning potential in regards to exports markets and business opportunities, and the sufficiency of their volume.  Considering the large scope and the attributes of information needs of exporting SMEs, it seems that public policy offers will partially meet the need of exporting SMEs.  The recent implementation of information services known as «guichets uniques» (these are virtual and/or physical locations where SMEs can find and get generic helps and resources) will not suit the needs of SMEs taken individually.  Policies should be designed and implemented based on a segmentation strategy in order to meet the heterogeneous needs of SME.

On the theoretical side, this study has allowed us to develop reliable scales to measure the quality of information, competitive advantages, and performance of exporting SMEs. However because of its exploratory nature, we think that it is necessary in the short term to extend this type of research to a wider sample of firms, which are representative SMEs. In that way, we think that it will be necessary to address two important challenges we faced and to which the literature do not offer satisfactory responses at this time: Is the notion of quality sufficient for capturing the strategic attributes of information? How to design an instrument survey that would satisfy the requirement of content validity and be at the same time easy to understand and fulfill (knowing the large number of attributes used to define the quality of information and the wide range of information that exporting SMEs need).  In the longer term, we think that the efforts have to be directed to the understanding of the organizational factors which favour the quality of the information inside organizations.  The results of case studies we undertook in different organizations indicate seven critical factors: organizational strategies, information policy, information architecture, information competencies, organizational structure, information culture, and information audit.   Lack of clearly defined, realistic and coherent organizational strategies impacts negatively on an organisation’s capacity to acquire and efficiently exploit information that it really needs. Frequent and increasing problems related to information overload, information security, inadequacy of size, format and validity of information seem to be consequences of the absence of an information policy aimed at managing the information resources throughout their life cycle. The implementation of an information culture which values information as a strategic resource and values it’s sharing fosters a more efficient exploitation of information. However, the implementation of such an information culture would fail without a flexible organisational structure, which allows collaborative work among personnel. The efficiency of the management of the information requires also a technological infrastructure that is updated, secure, and user-friendly. One of the explanations advanced to explain the difficulty managers have to get the information they need lies in the lack of information competence.  
Finally, it is necessary to initiate periodically an information audit to make sure that the provision of information meets the needs of decision-makers. Some of these factors seem to be less relevant to small firms. Nonetheless, we think it is high-growth SMEs that generally show a greater capacity and sensitiveness to the need of formalization to face the international competition.  It is necessary to invest in the identification and assessment of the impact of these organisational determinants of information quality.
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Abstract

“A business that makes nothing but money is a poor business.” 
Henry Ford
Every day, across the globe, hundreds of thousands of men and women start businesses.  These new firms, and established small and medium sized enterprises (SMEs), make major contributions to world-wide employment growth and economic vitality (D’Souza & McDougall, 1989; Edmunds & Khoury, 1986; Westhead, 1995). While some enterprises will grow and flourish, a significant percentage will fail. In this five-country analysis, we present self-reported determinants of success among female entrepreneurs in Canada, Ireland, Czech Republic, Poland, and Japan.

Understanding what contributes to the success or failure of SMEs is essential for public sector decision-makers in order to create effective public policy to support and promote entrepreneurial activities that fuel the economy.  Private sector decision-makers such as bankers and other lenders and investors want to know how they can identify those firms that are good credit risks and will offer the best returns on investment.  Budding and established entrepreneurs want to know what it takes to be successful how they can emulate successful business strategies and behaviours and avoid the pitfalls and personal pain of failure that await so many entrepreneurs.

The most important success factors were related to finding and maintaining networks and using them for intelligence gathering purposes. Business education and training was the second most important factor, followed by activities oriented at overcoming competition. Concerns for the customer including customer interaction, customer service and maintaining long-term relationships with customers ranked fourth.  The maintenance of a strategic niche rounded out the top five self-reported success determinants. These five factors reflect a combination of interpersonal skills and concrete business skills. Country differences are also reported and discussed. The significance of the findings for budding and established entrepreneurs – especially those pursuing international entrepreneurs is discussed. Based on the study’s findings, recommendations are made for institutional support and entrepreneurship training and education.

Internationalization of born global firms: intentions, resources, and performance

Maija Renko and Sumit Kundu

Several industry- and environment related factors have been introduced as reasons for rapid internationalization (Oviatt and McDougall 1995; McDougall and Oviatt 2000; Madsen and Servais 1997). The external push- and pull factors that drive firms to internationalization at early age, however, are complemented with firm level intentions (strategy) and resources in born global firms. International expansion is fueled by a combination of factors, which are often grouped to institutional, industrial, and organizational factors (Saarenketo et al. 2004). Our research contributes to the understanding of organizational, i.e. internal-to-a-firm factors that drive firms to internationalization at an early stage. More specifically, we advance the theory development started by Katz and Gartner (1988) and Kundu and Katz (2003) and focus on intention and resources at both the individual and organizational level.

We concentrate on the internationalization process of born global companies and provide answers to three research questions: (1) What is the role of firm- and individual level intentions in small firm internationalization? (2) What is the role of firm resources in small firm internationalization? and (3) What kinds of intentions and resources are connected to superior company performance? Both theoretically and empirically, this research advances the work started by Kundu and Katz (2003) and tests similar hypotheses in a different empirical setting; Kundu and Katz (2003) used data from Indian software firms, whereas in this study the geographic setting is the software industry in Finland.

The Finnish software sector is witnessing development from custom software developed for local markets towards mass-market software intended for international distribution. The growth of Finnish software business sector has been extremely rapid over the last years. Despite industry growth, small software firms are struggling with profitability problems. Most of the Finnish software firms are small; in industry data from 2001, the median sales turnover of the Finnish software firms was about EUR 500 000, and 70 per cent of firms employed less than 20 people. Because of the small domestic markets – less than 0.5 per cent of the global software market - growth seeking firms have to aim at international markets. We collected a sample of 75 Finnish software SMEs through a targeted on-line survey (response rate 20.5 per cent). Most of the companies in our sample are very small; 59 % of the firms have 0 to 10 full time employees. 92 per cent have less than 50 employees, and only 2 companies employ more than 100 people.  49 firms are exporters and 26 non-exporters.
The main findings of this study can be summarized into two categories. Firstly, there are the findings that relate to differences in intentions and resources between exporters and non-exporters. Second, our regression analysis does not lend much support for entrepreneurial variables as explanatory factors behind export performance. Firm level characteristics explain export intensity and export growth better than entrepreneurial characteristics.

In the population of Finnish software SMEs, non-exporters view their companies to be too small for exporting more often than exporters. However, the actual numbers of employees in exporting and non-exporting firms do not differ significantly. Company size here seems to be a relative assessment of the entrepreneur; exporters do not perceive small size to be a problem for starting exporting but non-exporters see small size as a potential constraint for internationalization.

Our findings on the concerns exporters and non-exporters have about internationalization indicate that there are possibilities to encourage more companies to export through export programs and education about foreign markets. Knowledge related – and partly also mental – barriers among non-exporters can be come over if potential exporters are provided information and help in exporting procedures.

The intentions and resources of an entrepreneur turned out to be poor predictors of superior export performance in exporting firms. In contrast, firm level intentions and resources explain variation in export performance among firms. Our findings suggest that younger, less experienced firms actually experience faster growth in their exports. This finding lends support to the notion of the existence of born global firms in this industry; young firms entering international markets experience fast growth in exports and do not necessarily follow the traditional stage-models of internationalization. While previous international experience residing in a firm makes it easier for the entrepreneur to start with international operations, this past experience does not lead to better export performance.
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Abstract

This paper explores the potential of a living systems approach to explain, analyse and model the leadership role in international knowledge intensive technology based firm (KITBF) contexts. The paper defines living systems and adaptive systems frameworks and identifies the key phenomena of organisational life according to these theories. Leadership roles in KITBFs are then analysed in relation to these key phenomena which include: freedom to experiment within loose processes, flexible resource architecture, permeability of organisational boundaries, shared vision, connectivity to the spiritual and community aspects of organisational life, the natural flows of energy, matter and information within the organisational context, diversity and creativity of the workforce.

A case study approach was utilised in analysing the leaders of twelve KITBFs in Scotland and Ireland (six in each location). The companies were selected to provide a spread of coverage of business types including Bio-tech, software development, e-learning and games software development. Depth interviews were conducted with executives in each company to provide base qualitative data for the study.

The study found that leaders of the highest performing companies achieved a balance between creativity and order and flexibility and rigidity in inculcating a learn-adapt-grow culture. Leaders of these companies articulated their version of organisational culture strongly in terms of complex adaptive systems with a firm emphasis on freedom, creativity and learning. Case study data is mapped against the key elements of living systems theory to show how the leaders of the firms in the study stack up against the requirements to operate at the edge of chaos in recognizing patterns, anticipating change and adapting to the environment of business. The paper offers a critique of the use of the living systems model in leadership research and provides further uses of this contemporary approach.

Network Management – The Key to Successful Rapid Internationalisation of a Small Software Firm?
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Extended Abstract
Today small software firms are both pushed to and pulled by international markets. The shortening product life cycles, drive for innovation, need for technology transfer, rapid development of information technology and global telecommunications are all factors which encourage particularly knowledge-intensive firms to enter international markets more rapidly than earlier (Jones, 1999). Naturally, these companies also take advantage of the fact that barriers preventing SME internationalisation have been lowered (Knight, 2001; Fletcher, 2000). However, particularly for companies from a small open economy, such as Finland, the small size of the domestic market acts as the major push factor for the specialized niche firms. Additionally, the large international market encourages the companies to expand outside of their home market.
Given the considerable push and pull factors to international markets, the theoretical framework of this paper is built on a review of existing literature on internationalisation. Previous research indicates that the internationalisation process of small software firms is often quite rapid and is characterised by a lack of clear stages and the simultaneous use of multiple modes of entry. They tend to start their activities through network relationships, e.g., by following their clients abroad, forming partnerships or though contacts with foreign suppliers. (McNaughton 2001, Coviello & Munro 1997, 1995; Bell 1995) Thus, in the case of small software firms, too, expansion to foreign markets is based not on a proactive planning process, but on reactive behaviour in terms of arising opportunities. It seems that also personal and business networks are crucial in later phases of internationalisation, particularly facilitating rapid internationalisation (Loane, McNaughton & Bell 2004). However, based on our literature review, it seems that earlier research has focused on the early phases of internationalization and on the need for network formation. There still seems to be a gap in research on later network management, and particularly knowledge on its linkage to performance of the firm is very limited.
Consequently, the purpose of this paper is to study the internationalisation of small software firms from a network perspective, particularly from the viewpoint of two Finnish software companies. The selection of the case companies was judgemental, aiming at describing one successful and one less successful case in order to illustrate the potential success factors and pitfalls in managing international networks.

In the empirical part of the paper, the role of partnerships in internationalisation of these two firms is described. This phenomenon is then analysed from the viewpoint of network formation, particularly emphasising the development process. Finally, we will evaluate how well the firms have succeeded in managing their international networks. In the analysis network analysis is conducted on two levels: On one hand, it is related to managing individual partnerships, and on the other hand, managing the portfolio of partnerships.
Our research findings indicate that the internationalisation process of small software firms and related the network strategies should be analysed holistically, keeping in mind the strong dependence on the product offered. From the viewpoint of network management, this means that depending on the type of product offered and the requirements set for partners, four alternative partnership strategies can be identified. These strategies together with the key success factor of each strategy are summarised in a typology, which is presented in the paper. This typology highlights interestingly the thought of applying a life cycle approach in network management. It can be argued that in a long run the network of partnerships changes considerably, based on the changing needs of companies during the internationalisation process. However, verification of this argument would require longitudinal data collection and careful monitoring of selected case companies. This might be an interesting path to follow in future studies.

From managerial perspective, some conclusions can be drawn related to network management. First, selection of suitable strategy should be based on thorough evaluation of the company’s own resources and requirements for partners, not imitating the strategies of other companies. Second, the managers should pay specifically attention to creating a revenue logic which is mutually rewarding. Third, although partnership with a local distributor is often the most sensible operation mode, the company should remain sensitive to the customers’ needs and requirements.
Additionally, some public policy implications can be presented. The findings of this study point out again the need for individual treatment of software companies. Companies with complex products require patient venture capital for their internationalisation. Venture capitalists should also understand that a similar internationalisation strategy is not suitable for all software companies as both the products as well as needs of potential customers differ considerably. Additionally, governments around the world have introduced programmes which attempt to assist small firms in their internationalisation. Most of them focus on the early phases, thus they help small firms to overcome their internal barriers to internationalisation. However, they ignore the later phases of internationalisation and it can be questioned what happens to these firms when they advance in internationalisation. External assistance has ‘carried’ them to international markets but in the turbulent international business environment they face competition and other barriers which they have not yet encountered.
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Walk Don’t Run: E-Business Readiness in Canadian SMEs
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Entrepreneurship and technological change play a large part in the development of healthy and dynamic economies. The advent of Internet technology has created both commercial opportunities and threats to established business and their methods. Although claims that the Internet would change “everything” were exaggerated, it is viewed as important to business survival and growth (Porter, 2001). A growing number of studies attest to the importance of the Internet in improving efficiency and in domestic and international market expansion (Prasad et al., 2001; Dulipovici, 2002: Mustaffa and Beaumont, 2004).

This paper reports on a study of the deployment of Internet technology by Canadian small and medium-sized enterprises (SMEs). The study is exploratory in nature, (1) presenting data on the readiness of 15 Nova Scotia SMEs to engage in e-business, (2) making comparisons to the readiness of companies in other parts of Canada, and (3) examining factors that might explain the behaviour in question. In this context, “e-business” refers to business that is transacted over the Internet, including the buying and selling of goods and services, management of customer relationships, and collaboration with business partners.

The study is framed within the extant literature with the following themes providing a structure for the discussion: Internet benefits and barriers; Internet adoption, stages and impacts; the Internet and SME international expansion; and Canadian SME practices. The study was carried out in the summer of 2003 and is based on field interviews conducted in 15 SMEs in Nova Scotia, and analysis of company web sites.

The paper first reports on general e-business implementations made to date, supply and demand chain actions taken, and features represented in SME web sites. Comparisons are then made to SMEs from other jurisdictions. Readiness comparisons are made with SMEs in Ontario (Ontario, 2001), web site usability comparisons made with company data presented by Nielsen (2003), and web site functionality comparisons made with SMEs in Ontario and Quebec (Boisvert, 2002). Although the comparisons present some contrasting results, in overall terms Nova Scotia companies appear to have embraced Internet technology similarly to SMEs elsewhere, if somewhat less fully and more slowly.

The paper then attempts to uncover factors related to Internet implementation and, hence e-business readiness among the Nova Scotia companies studied. The following factors and relationships were examined. Resource availability (a positive association with implementation was expected); organizational readiness (positive association); openness (positive association); and customer served (positive association when final customers served—B2C). These factors were assessed using the following measures: resource availability (company size [revenue]); organizational readiness (company age); openness (market focus [dependence on home region for sales]); and customer served (B2C versus B2B). In this exploratory study, implementation appears unrelated to these factors. Another factor, however, emerged as important. Not surprisingly perhaps, the degree to which owners and/or managers regard e-business as being critical to their business was most strongly correlated with Internet implementation.

The paper concludes with a summary of the results, a discussion of limitations, as well as ideas about future research. The limitations include: a very small sample of SMEs, diverse manufacturing sector coverage, possible sub-optimal use of measures, and employment of cross-sectional methods. Despite some drawbacks, the study adds to our understanding by presenting further empirical findings in a field that is young and under-researched. In addition, it provides additional evidence on the Canadian experience with e-business that can be set against results emerging from other parts of the world.
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Extended Abstract

In this paper we elaborate on how the content of personal relationships influence on business relationship between cooperating and competing companies by using activities as a starting point for the empirical research. The inclusion of competitors has led us to focus on activities and roles instead of positions in vertical or horizontal settings. Our results show that there is a much higher involvement of social relationships on the individual level between competitors than between cooperating partners. The organizational element is conversely dominating in relationships between cooperating partners.

Competing organizations often strive for as little formal interaction as possible, which in some cases can give rise to an atmosphere of co-existence. Bengtsson and Kock (1999) have found situations were competitors living in co-existence have started to compete, either because one of the competitors felt threatened by the other or because one of them saw the opportunity to expend their business into the other competitor’s domain. In such situations collusion can also be a possibility. To outsiders the most visible relationship between competitors is the cooperative relationship. Relationships based on cooperation indicate a shared interest to work together towards a mutual goal. Two firms might compete in some activities and cooperate in other activities, posing contradicting demands on the firm and its members. The phenomenon to simultaneously cooperate and compete is called co-opetition. However, the organization as such does not act. It is rather individuals and/or groups of individuals, units and teams within and between organizations that act according to various roles.

Individuals might act both in accordance with the role that they are supposed to play from an organizational perspective (occupational role) and in accordance with personal roles related to their social and professional relationships with other individuals. The roles are often interrelated and can be contradictory. It is thus of outmost importance to sort out these relationships and thereby clarify the interaction that develop between firms. By focusing on activities rather than on organizations it is possible to include many different patterns of interaction among firms. Firms can compete in one activity and cooperate in another activity.

The relationships described above are therefore connected to different activities rather than to different organizations. A social network can be defined as the totality of individuals connected by social relationships within a certain population. The two components of a social network is (1) the concrete contacts and relationships among specific persons, and (2) the cultural component which is wider and in which context the persons are embedded. In international business personal contacts can be used as reducers of a cultural distance e.g. values, attitudes and behavioral factors. To distinguish between a personal network, a social network and a business network is close to impossible. Personal networks are not to be considered separated from ongoing business. Private and professional roles exist simultaneous and are interrelated. These relationships decrease the risk for opportunistic behavior and make it easier to develop new ties in order to achieve better business results. Problems arising are easier to solve when such social relationships are present.

Individuals working with different activities may play different and conflicting roles in their different interactions with other firms. Furthermore individuals might act both in accordance with the role that they are supposed to play from an organizational perspective and in accordance with personal roles related to their social relationships with other individuals. The social relationships between individuals with a common professional identity can be so strong that they cooperate, i.e. share research findings, without the knowledge of the top-level management. The roles can be mixed and so can the loyalty, as some individuals can be more committed to the external cooperative relationship than to the company they work for and their competitive goals. The roles are often interrelated; nevertheless may the expectations from the surrounding network be very different and even contradictory. Contacts between the social and the economic spheres may reveal striking implications in both directions. Empirical findings have been collected in Sweden. The business networks, which the focal actors are embedded in consists mostly of international contacts. Somewhat surprisingly the social factors are higher in relationships including competition and the organizational factors are higher between cooperating partners. The findings clearly show that personal relationships do matter in enhancing a positive relationship between competitors.

The Extent, Use and Management of Collaborative Ventures among Canada Export Award Winners

Martine M. Spence and Linda M. Manning, University of Ottawa

In today’s global economy, survival of small and medium sized enterprises (SMEs) depends on the ability to expand rapidly into well segmented niche markets.  Smaller firms often face resource constraints that make it difficult to bear high costs of research and development, developing innovative and performing products and penetrating foreign markets.  One solution for these firms is a collaborative venture (Moreau, 2003), which is an alliance with another firm to complement core competencies to insure competitiveness in world markets.

There has been a recent surge in collaborative ventures (Dyer, Kale and Singh, 2001), but they are not without risk.  Fifty per cent or more of them fail (Dacin, Hitt and Levitas, 1997; and Spekman, Isabella, MacAvoy and Forbes, 1996), and failure is often attributed to poor management of the relationship between partners.  Successful alliances require a mind-set based on collaboration rather than conflict which present new challenges focused on information sharing rather than the control of it.  In fact, there seems to be a shift in strategic focus away from decisions about which markets to penetrate and toward development and management of collaborative networks.  The high failure rate suggests that the mind-set necessary to achieve synergy between partners has not yet been fully integrated into management practices.

In this study, we explore effective practices in collaborative ventures among SMEs in Canada: to determine motivations for entering into collaborative ventures and choosing partners; to identify key factors in successful collaborative ventures; and to identify measures of performance that are used to evaluate these ventures.  Study participants were drawn from a pool of Canadian Export Award winners from 2000 to 2003 from the Department of Foreign Affairs and International Trade.  Firms were selected using three main criteria:  size was limited to firms employing fewer than 200 workers in order to focus on SMEs; independence of the firm (i.e., no negotiations for merger or acquisition were on the horizon) was necessary to insure that choices about partnerships were made freely and part of the firm’s strategic decisions; and there had to be two collaborative ventures about which company executives could talk freely.  All respondents were executives with the authority to negotiate and had been personally involved in the collaborative ventures and were able to explain the underlying reasons for decisions.

In recorded interviews, executives discussed the company’s international experience, management philosophy, the extent and types of alliances with which they are currently involved, as well as motives, partner selection criteria, success factors and performance criteria used to manage the two most meaningful collaborative relationships for the company.

Collaborative ventures can be in the form of vertical (upstream and downstream) or horizontal alliances.  Vertical alliances occur throughout the value chain, and horizontal relationships are formed with competitors or firms from different industrial sectors (Dana, Wright and Spence, 2003).  Motives for choosing vertical or horizontal partnerships and expectations from the alliances differ, depending on where in the value chain the firm is positioned and what the objectives of the alliance are.

Respondents reported the choice of partner is motivated by complementarities offered by the partner—there may be a need for lower production costs, resources or technology, or improved customer relations in order to increase efficiency, product differentiation or market access.  There may also be a need for a partner’s knowledge and experience in global markets.  Partner selection was critical to success; while selection of the type of partner is strategic, the specific partner is often serendipitous.  Some companies encountered future partners by being at the right place at the right time—not necessarily looking for alliances.  In other cases, alliances are formed between companies that had an existing relationship.

The management of the relationship and the development of trust and aligned objectives—that is, relational capital—are critical to successful collaborative ventures.  Prior to formation of an alliance the company must conduct a self-examination to determine gaps in resources and core competencies.  Once a partnership is formed, each partner must be willing to accept some loss of autonomy and to pool resources to support their aligned objectives.  Good communication is essential to tracking and monitoring the alignment of partners’ goals.  Respondents emphasized the need for communication and information sharing, reliable and ethical behaviour, and regular monitoring of the alignment of goals.  The majority of respondents relied on informal relationship management, and a number of the collaborative ventures have developed into personal friendships, adding another layer of commitment and obligation.

Measuring performance of collaborative ventures is challenging.  Quantitative measures used to evaluate success focus mainly on traditional outcomes such as sales volume.  Given the shift in focus towards management and monitoring of relational capital, qualitative measures are often more useful for formative evaluation purposes. Ariño (2003) suggests that since reliable quantitative measures are difficult to establish because of the constantly evolving dynamic nature of relationships, that both outcome and process (i.e., quantitative and qualitative) be used to assess performance. Respondents reported that qualitative measures used focus on the quality of the relationship, e.g., the personal characteristics of the partners such as how easy it is to do business with them.

This study contributes to the understanding of the formation, development and evaluation of collaborative ventures by leading Canadian SMEs, using Canadian Export Award winners as models for effective practices.  The paper provides a discussion of the empirical implications, as well as implications for management, public policy and future research.
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Extended Abstract

This paper reports on the first part of a study that examines the impact of intellectual capital on the competitive performance of Russian small innovative enterprises (SIEs).The research targeted in this study ultimately attempts to measure antecedents and consequents of effective intellectual capital management in small innovative enterprises (SIEs) in the transitional Russian economy. In this respect, the research reported on this paper represents ground-breaking work on several counts: while a number of studies have looked at the competitive impact of intellectual on enterprise performance, very few have targeted small innovative enterprises and even fewer, if any at all, have examined enterprises in transitional economies. The first part of the part develops the notion of the knowledge-based theory of the firm in the context of the small innovative enterprise, and the implications of this approach for the enterprise in the Russian transitional economy. A conceptual framework is developed that relates the two forms of intellectual capital investigated (human capital and structural capital) in the context of several key external factors to enterprise performance.

The study is based on field research that to date has surveyed the intellectual capital practices of 39 technology-intensive Russian SIEs in the St. Petersburg region. The survey queries the managers in these firms on: (1) practices relating to the deployment of their enterprise’s human and structural capital, (2) their perceived impact of some key environmental factors on enterprise performance, and (3) their assessment of their enterprise’s performance.

The analysis of the field research is being carried out on two levels. The work reported on in this part represents the first of the two levels of analysis. It examines and reports on the average response values and their variance. From these, general conclusions are drawn regarding the mode of intellectual capital deployment in Russian SIEs, the competitive impact of intellectual capital in these enterprises, the interaction of the enterprises intellectual capital and some key external factors such as the socio-political, economic and technological environment of the Russian SIEs.  The analysis also seeks to make sense of the interaction between on the internal factors of the organization (that is, its intellectual capital) and the external contextual factors, and the overall impact of this interaction on the competitive performance of the enterprise.

On the basis of the first level analysis, this study provides evidence suggesting:

(1) a relatively high level of recognition in Russian SIEs regarding the potential competitive impact of intellectual capital on the performance of the enterprise;

(2) that environmental factors including legal, regulatory and taxation policies still pose significant problems for enterprises; and

(3) that enterprise performance measurement is still a highly contentious issue in Russian SIEs; the dimensions used for measuring enterprise performance triggered high levels of variance in the average responses.  Performance measures in which respondents were asked to compare the performance of their own firm against that of competitors resulted in the highest levels of variance.

From the analysis, one might conclude that all of the companies surveyed recognize the value of their intellectual capital.  But many, if not most, companies still lack the wherewithal to effectively manage – that is, effectively put to practice, or to operationalize - their intellectual capital.

There are a number of possible explanations for the observed outcomes: For one, the effective management of intellectual capital in an organization relies on high levels of trust in the organization – trust in the inherent capacity of people to demonstrate initiative, creativity and accountability in a self-managing environment. Trust is rooted in the core values of the organization and the way it is ‘lived’ by its managers and knowledge workers.  Discrepancies between espoused values and practiced values – that is, between the management ‘talk’ articulated in the vision and desires of the management and the actual ‘walk’ reflected by the actual management practice - will invariably give rise to high variances in outcomes measured in this study.  The analysis also provides evidence that many of the Russian SIEs still measure comparative performance in terms of technical parameters, not in terms of commercial or market parameters.

A second point concerns the interaction of the enterprise’s internal factors and its external environment. One of the greatest concerns of the Russian entrepreneurs appears to be the lack of information on new emerging technologies and the lack of access to these in the enterprises’ external environment. There are several possible explanations. One reason, though rather improbable, might be that Russian enterprises are still struggling with legacy notions of keeping their research for themselves and that the ‘not invented here’ syndrome is alive and well in these enterprises. A much more probable reason has to do with an adverse development emerging in the Russian high tech small business sector that reflects a lack of science and technology infrastructure in this sector. Many of the Russian SIEs were founded in the early 1990s and many of them had their origins in the extensive state-run science and technology research complex of the former Soviet era. At the time of their founding, the enterprises drew on, and benefited from, their access to leading-edge advances in their respective fields of endeavor. In the decade and more since their founding, many of the enterprises no longer enjoy the access to the leading-edge technological and scientific developments in their respect fields that once represented a critical competitive factor. Many of the enterprises do not have access to the supporting external infrastructure and networks that would help them replenish their scientific and technological knowledge needs in areas critical to their business.

This situation presents both a challenge and an opportunity for the Federal Russian Fund for Assistance to Small Innovative Enterprises (FASIE) and its network of Innovation technology Centers (ITCs) across Russia to support small innovative enterprises in (1) helping them capitalize on their intellectual capital through more effective and deliberate management of the enterprises’ human and structural capital, and (2) helping the SIEs to build and nurture the infrastructure and strategic networks for exchanging and sourcing new technological and scientific knowledge.

A next level of analysis (Part II, to be carried out when all responses have been collected) will involve a multivariate analysis of the data using structural equation modeling techniques.  This more sophisticated level of analysis will be used to examine the relative impact of the individual internal (intellectual capital) factors and their interaction with external factors on the performance of Russian SIEs.

Re-discovering International Entrepreneurship from Behind the Façade of the 21st Century

Romeo Turcan†, University of Strathclyde

Markus Makela, Helsinki University of Technology

Extended Abstract

International entrepreneurship (IE) is a relatively young scholarly discipline compared with the importance that such activity is viewed to have for economic development. A milestone of synthesis and pointing out gaps in research and other directions for the future can be highly beneficial. The purpose of this paper is to encourage a dynamic scholarly conversation about IE with the aim to further the progress of IE research in the years to come. Specifically, three issues are addressed. First, we discuss the domain of IE research. Second, we address the ontological and epistemological assumptions of knowledge creation. And third, we open the debate over the firm’s age ambiguity in IE. This kind of discourse at the very outset of the paradigm formation will allow IE researchers to avoid divergence and instead allow for convergence of IE research. To aid this scholarly conversation, it is proposed to use two frameworks in order to build IE theory: paradox and metatriangulation.

The key question addressed in the first part of our discourse is whether or not McDougall and Oviatt’s (2000) definition of IE, currently adopted by many top papers, provides a holistic view of IE phenomenon; whether or not it well incorporates recent developments in both entrepreneurship and international business research fields. First we analyze McDougall and Oviatt’s definition of IE. Thereafter we deconstruct two alternative definitions of IE as put forward by Zahra and George (2002) and Dimitratos and Plakoyiannaki (2003). Finally, in an attempt to balance the process of knowledge creation, we then bring into our debate recent developments in the entrepreneurship research (see for example Davidsson, 2003; Ogbor, 2000). On the basis of the above discourse, we define IE as a process of discovering and exploiting international venture ideas that are intended to create new values in organizations and in the marketplace.

The second part of our discourse over the choice of a paradigm is centered around the proposed domain of IE research the central construct of which is the international venture idea. In order to explore and understand the IE phenomenon, researchers will have to understand how international venture ideas come into existence, and how they relate, if at all, to the existence of international opportunities. We examine this question first from positivism, then from the constructivism, and finally from critical realism viewpoints. We conclude that the critical realist paradigm might best explain how international venture ideas come into existence.

In the last part of our discourse, trying to address the issues related to firm’s age definitional ambiguity (Oviatt and McDougall, 1994), and to the development of related typologies of firm’s maturity (Gartner, 1985), we propose a maturity scale. The maturity scale is based on various temporal indicators of relative maturity derived from several streams of literature. For example, several building blocks could be identified as dichotomies between (i) (continued) entrepreneurship and (continued) management; (ii) entrepreneurial mode and planning mode of making strategic decisions; (iii) an effectual thinker and causal thinker; (iv) new venture creation and new activity creation; (v) strategic experimentation and strategic change; (vi) early growth and organic growth in new and established firms; (vii) knowledge augmenting and knowledge exploitation in new and established ventures; (viii) direction of time and direction in time. Based on the synthesis of temporal indicators of relative maturity, we define the start-up process as the emergence of an international new venture whereby early growth is achieved through strategic experimentation and knowledge augmentation applying entrepreneurial mode to strategic decision making. The start-up process ends where strategic experimentation ends.

To aid this scholarly conversation, we propose to employ paradox and metatriangulation frameworks to build IE theory. The paradox approach will allow IE researchers to look for theoretical tensions or oppositions and use them to stimulate the development of a more comprehensive theory (Poole and Van de Ven, 1989), whereas metatriangulation as a stratregy of applying paradigmatic diversity  - to foster greater insight and creativity (Gioia and Pitre, 1990). The implications of the paradox and metatringulation frameworks for IE theory-building are manifold: (i) both consensus and controversy from both disciplines, i.e. entrepreneurship and international business, are considered; (ii) each level’s ontological and epistemological assumptions are acknowledged; and (iii) the need to have knowledge about both disciplines, including recent developments on empirical and theoretical in IE is required.

† Corresponding author: Romeo V. Turcan, Hunter Centre for Entrepreneurship, University of Strathclyde, Level 14, Livingston Tower, Richmond Street, Glasgow G1 1XH, UK; (T) +44 141 548-44-18; (F) +44 141 552-76-02; r.turcan@strath.ac.uk.

The Development of a Framework for the Management of Risk

in International Supply Chain Management for Projects :  An Entrepreneur’s Perspective.

Anthony Wong, B.B.Adm., & François Bergeron, Ph.D., Université du Québec à Trois-Rivières

Subject Background :

In today’s aggressive, demanding and ever-changing world markets, new and established entrepreneurs must innovate at a breakthrough pace on an international level in order to compete with global businesses of all sizes.  As a result of this instability and fast-moving environment, entrepreneurs now operate in a “short-term, results-critical, project-orientated business environment” in lieu of a “long-term, growth-centred, functional business environment”.  Entrepreneurs now run operations more as unique one-time projects or constantly evolving, medium-term projects that all require continuous assessment and re-evaluation.  These cost-, time- and quality-critical projects require world-class operating efficiencies that call likely on an international resource pool.  How do international entrepreneurs and project managers define and deal with this challenge?

First, from a traditional functional manager’s perspective of the problem, companies operate in an environment of disorder and flux.  They face constant unforeseen changes in the environment at the economic, political, technological, geological, climatic and social levels.  Second, from a traditional project management standpoint, international procurement practices are far more complex then ordinary project procurement practices because commercial, legal, political and cultural norms vary from one country to the next.  Elsewhere, It is difficult to guarantee a supply source that is invariable and reliable because of the unique nature of projects and the volatility of competitive forces.  All this calls for, in consequence, international business management practices suitable for project governance in an effort to lead effectively and efficiently importation projects according to budgeted constraints.

In order to master risks related to international procurement management in a project context, we ask the following important questions:

· What are the potential factors and their interrelations?

· At what frequency do difficulties take place?

· What is the level of importance of each factor for the project manager?

· What are the strategies and tools available to deal with risks?

· What is the best-practice risk management process for this problem?

Presently, no works deal with importation from a perspective of project management. At the university level, there are studies and models that only consider the overall management of a project, the management of local procurement and the management of international supply chains in a stable and long-term context.  Scholarly textbooks present only case studies.  Professional publications only present specific techniques suitable to isolated problems during importation.

In the development of an initial framework, we have assembled together a general body of knowledge based on project procurement management (PMI), project cost management system requirements (Wideman), project system (Corriveau) and international business practices (Centre Français du Commerce Extérieur).

Objectives:

· Name and describe qualitatively the factors that may influence the level of business risk in international procurement in project context.

· Describe the variables and the discovered relations in accordance with the existing body of knowledge in project management.

· Explain quantitatively the frequency, operational importance and present organisational support levels for identified variables.

Principal Contributions of the Study

· The study identifies appropriate strategies and practices used to limit and control commercial risks within a systematic and methodical framework.

· Also, the results of the study permit entrepreneurs and their project managers to understand, in a holistic manner, the nature and gravity of risks that may occur in international supply chain management for projects.

Methodologie

Phases 1 & 2 – 
A qualitative and exploratory study of the problem

· A review of literature of factors and their interrelations based on the proposed basic frameworks.

· This step includes case studies of small and medium trading houses and a trans-national corporations specialising in international project management.

· The development of an improved framework, thereafter.

Phase 3 – 
A quantitative study of the problem

· A study of enterprises regarding the state of international procurement management for projects.

· The work involves a survey of entrepreneurs and international project managers representing trading houses, manufacturers, consulting firms and international project management companies.

· Results are aggregated to protect the identity of participants and their respective organisations

Summary of Phases 1 & 2 Results

· Firms use and should be using a risk management policy and procedures to manage risks related to the international supply chain for their projects.  In general, this includes a comprehensive process of threat and risk analysis, evaluation of scenarios and possible risk management solutions, administrative decisions, execution, and re-evaluation.  Critical aspects to consider and tools to be used are identified.

· Various possible threat categories are identified and explained.  They include items such as exchange rate fluctuation, natural disaster, economic crisis, war, transport problems, etc.

· Various elements that may influence the international transactions are identified and discussed.  They include issues such as the macro- and micro-environment, specialized skills required and third-party service providers.

· A list of strategies and tools have been prepared following the review of literature and case studies.

Summary of Phase 3 Results

· The survey undertaken studies the elements identified in Phases I & II.  These elements are specifically grouped under 3 areas: threats, actors and strategies & tools.

· The collected information from the survey covers the frequency, the importance, the organisation support and the need for improvement regarding the elements studied.

Conclusion

The results of the study:

· Allow to understand the risk management process as a whole applied to an international supply chain management system for projects.

· Identify the variables that may influence the results of trans-national commercial operations that are part of the critical activity path of a project.

· Takes into account the complexity of interactions between the various factors in international procurement for projects on the tactical, geo-strategic, and metaphysical levels.

· Puts forth management tools adapted to the complexity of international transactions for projects with considerable quality, time and cost constraints.

· Underlines, within a methodical and holistic framework, key strategies used by practitioners for the limitation and control of the commercial risks studied.

Other Avenues of Research

The research paper presents also various alternative and continued avenues of research related to the present study and that would be useful to both the new and experienced international entrepreneur.  Particular emphasis is placed on avenues that are useful to improve the actual practice of international procurement for projects.  Commercial applications of the research are also discussed.

Limits of the Study

This study is of exploratory and descriptive nature designed to prepare the terrain for future more exhaustive studies of the subject.  Futures studies include identifying possible correlations and testing possible causal hypotheses of elements studied.

Entrepreneurial Firms as Rapid Internationalizers:
Preliminary Evidence From China, India, Mexico and South Africa
Eric Wood, Graduate School of Business, University of Cape Town

Susanna Khavul, London Business School

Srinivas Prahkya, Indian Institute of Management, Bangalore

Raul Velarde, Instituto Panamericano de Alta Direccion de Empressa, Mexico

Congcong Zheng, London Business School

In this paper, we investigated the effect of domestic market conditions, commitment to innovation, and human capital on the likelihood that entrepreneurial firms from emerging markets will internationalize rapidly and perform better than firms which internationalize later. In 2002-2003, we conducted a survey among owner-managed entrepreneurial firms in China, India, Mexico and South Africa. We restricted our sample to those firms less than 10 years in age and that were already selling internationally. The total number of firms in this sample was 386.  We identified a sub-sample of rapidly internationalizing firms for which (1) international expansion was part of the managerial vision at the time of founding, (2) selling in international markets was the primary focus in the firm’s first three years, and (3) where the first international sale was either no more than 18 months after incorporation or if at least 18 months had elapsed between incorporation and  the first domestic sale that the first international was no more than 3 years after incorporation.

Main Findings:

Prevalence of Rapid Internationalizers:

1. Despite the stringency of these criteria, 46% of firms in the sample were identified as rapid internationalizers.

2. The prevalence of rapid internationalizers was similar for South Africa, Mexico and China and significantly higher for India.

3. Contrary to expectations, the prevalence of rapid internationalizers was higher among traditional manufacturing industries than among knowledge intensive manufacturing and service industries.

At least three factors influence a firm to pursue rapid internationalization.

1. Severe restrictions on domestic market opportunities in terms of insufficient numbers of potential customers. A significantly higher proportion of rapid internationalizers had between one and four domestic customers by comparison with later internationalizers.

2. A strong orientation toward addressing the needs of international customers in preference to domestic customers. The majority of rapid internationalizers do not test new products on domestic customers before introducing them to foreign markets, whereas this was true for less the a third of later internationalizers.

3. Greater likelihood of international business experience within the founding team. The proportion of firms with internationally experienced founds was higher for rapid than later internationalizers. Though statistically significant, this difference was relatively small.

Contrary to expectations, rapid internationalizers were not found to be more R&D intensive than later internationalizing firms. In fact the reverse was true. This suggests that higher initial investment was not a driver for rapid internationalization. Rapid internationalization has important implications for business performance.

1. Despite similar elapsed time since the first international sales for the two groups, the share of international sales in total sales was more than double that for rapid internationalizers compared with later internationalizing firms. The disparity in international business orientation between the two groups was similar across countries.

2. The impact of internationalization on improved sales growth is significantly higher for rapid internationalizers. This effect was consistent across the four countries with the possible exception of Mexico for which rapid internationalizers appear to achieve a lesser growth advantage over later internationalizers.

3. The impact of internationalization on improved profitability is significantly higher for rapid internationalizers. The effect was similar for India and South Africa, but significantly weaker in Mexico and China.

4. The impact of internationalization on improved sales growth is also significantly higher the greater the number of partnerships with foreign firms and the more critical are unique product features to international customers.

These results are consistent with the view that later internationalizing firms experience inertia in adapting their routines to the requirements of international markets. The growth and profitability benefits achieved through internationalization appear to be significantly less for these firms. One of the keys to achieving success internationally is close attention to the particular needs of international customers. Later internationalizing firms are significantly less likely to display this tendency. It appears, therefore, that it may be difficult to re-orient the focus of a firm in which there was an early exclusive focus on domestic customer needs.
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