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Abstract


The objective of this paper is to formulate a theoretical framework for studies of antecedents and consequences of discoveries during international expansion. By introducing market discovery it seems to be possible to offer a richer understanding of the pattern and pace of the international expansion of a firm. Market discovery is the result of both exploration and exploitation activities, but in order to exploit market discovery, a firm must learn to handle the discovered opportunity. A discovery, usually made while a firm is conducting daily activities, occurs in connection with search, planning, routine, and improvisation. The resulting learning can lead to changes in pace, orientation, and extension of the international expansion of the firm.

MARKET DISCOVERY AND THE INTERNATIONAL EXPANSION OF THE FIRM

1. Introduction


When firms enter foreign markets, they face cultural, political, economic, and institutional settings that may differ from those they know. This fact is one of the central themes of international business literature (e.g., Johanson & Vahlne, 1977; Hennart, 1982; Dunning, 1988; Cavusgil, 1998), partly because entering foreign markets is generally agreed to involve uncertainty and lack of knowledge. Much of the literature, therefore, deals with how lack of knowledge and uncertainty affect entry decisions and international expansion strategies (e.g., Johanson & Vahlne, 1977; Barkema, Bell & Pennings, 1986; Czinkota & Ronkainen, 2002). Considering that lack of knowledge and uncertainty imply that unexpected situations are liable to arise after decisions (March, 1978), surprisingly little attention is paid to such unexpected events and developments during the entry process. 


These unexpected situations appear frequently in anecdotal narratives of internationalization, but as far as we know, no systematic research has been conducted on the occurrence and nature of such situations. An example of a discovery in international expansion is the entry of the Swedish firm Epsilon into the Dutch market. Epsilon is a small Swedish manufacturing company with 72 employees and a turnover of 74 million SEK. Epsilon began exporting to Germany in 1974, and since then has gained considerable international experience, with 40 % of sales now going to other countries. The company manufactures and sells four products in three countries: Sweden, Germany, and Denmark. We describe the first 18 months in the process of creating a new business relationship with a new customer in a new country. 


Founded in 1949, for almost 20 years Epsilon functioned as a subcontractor to a large Swedish multinational enterprise. The company kept almost the same production technique, equipment, and staff through this period. In the late 60s, the firm did however start looking for new customers, and soon entered the German market with the help of a German engineer who started to work for the firm. In 1975 a new product was introduced that did rather well. Epsilon soon started to export that product to a plant owned by a Swedish multinational in Denmark, so the firm was then exporting to two countries. 

In 1992, Epsilon’s biggest Swedish customer began a joint project with a Dutch company. In this project, a product of Epsilon was used, which the Dutch firm became interested in. The sales representative of the Dutch firm in Sweden approached Epsilon with a request to see them and their production facilities. Liking what he saw, he recommended his head office to start buying from them. Because the Dutch firm is a well-known company with about 2000 employees, Epsilon became very interested in selling to them. The managing director and the sales manager of Epsilon went to Holland in the beginning of December (1995); it took them two days to agree on terms of trade, specifications for the product, delivery dates, and so on, for a first shipment of the product. 


Production started in the middle of January, 1996, and the managing director, to ascertain the quality, checked each unit. On January 31, the shipment was trucked to Holland, arriving on February 1. While the product was being tested during February and March, the engineers of the Dutch firm were in contact with Epsilon six times to discuss possible alterations. In the end, just one minor change was made, and by the end of March, the Dutch firm was happy with the product and asked the representatives of Epsilon to come to Holland to discuss a deal. The contract was to come into force June 1, 1996. Epsilon was to deliver the product once a week for a year. 


The creation of this new business relationship was a process with no major problems, according to the managing director and the sales manager of Epsilon. Everything that was made in the initial stages was well within their range of expertise, so there was no need to go outside the company for advice. They were in contact with three external actors: their law firm, to check the contract; their bank, to arrange payment procedures; and the forwarding company, to arrange for transport to Holland. But all three external actors had carried out similar tasks for Epsilon earlier.


The managing director and the sales manager now see for the future of the company further expansion abroad, with Germany as the next market to approach. This will be the first time that Epsilon is actively looking for customers in another country, and Germany is the natural choice for three reasons: it has the largest potential market, its culture is familiar to the managing director, and Epsilon already has experience working with a German company. 


The successful approach in setting up a relationship with the Dutch company was an important discovery that constituted a learning process by which Epsilon became more confident in its ability to compete on the global scene. Epsilon had not planned to expand into the Dutch market, and had never even considered such an option. Nonetheless, this discovery changed the path of Epsilon. We thus propose that just as uncertainty is an important ingredient in business research, market discoveries should be given more attention in research. In practical business, market discoveries may be as important as uncertainty, and need to be addressed. The objective of this paper is to formulate a theoretical framework for studies of antecedents and consequences of discoveries during international expansion.


Because we want to place market discoveries in an international expansion context, it seems appropriate to use the internationalisation process model as a theoretical framework (Johanson & Vahlne, 1977). In this model, which places attention on lack of knowledge and uncertainty, internationalisation is gradual, following an evolutionary path from less to more commitment and from more similar to more dissimilar markets, as the firm gains knowledge about the foreign market. This model considers the international expansion of a firm as a path-dependent process, only influenced by uncertainty. Some would argue that it should even be considered path-determined. Moreover, because the model uses a single mechanism to explain internationalisation, it tends to describe an almost linear international expansion, which is far from what we know from descriptions of firms’ international growths. By introducing market discovery in the model, as the secondary objective of the paper, it seems to be possible to offer a richer understanding of the pattern and pace of the international expansion of firms.

In the first section of the paper, we discuss the content and use of discovery concepts. Our starting point is Kirzner (1973), but our purpose is to follow paths that seem to be fruitful in a study of foreign-market entry discoveries. Thereafter, we develop a structural model of the antecedents and consequences of discoveries in foreign-market entry processes. In a third section, we discuss the connection between making a discovery and learning to exploit that discovery. We conclude with a plea for research on discovery in international expansion.

2. Discovery


Epsilon did not intend to enter the Dutch market, but discovered that it could, and looking at the history of great inventions, we see that discovery has been an important factor. Pasteur did not search for Penicillin. Likewise, instead of being the result of a search for a new type of oven, the microwave oven was a result of a discovery that certain types of radiation could heat matter. Further, the discovery that mould is not necessarily a bad thing in cheese was not a result of product development. Many of the great inventions are the result of a surprise and serendipity, and we propose that the same thing is true for international expansion. With a few notable exceptions, however, discovery has not been an important concept in market entry or marketing literature.

2.1. Discovery in business, science, and education


 Discovery is a central concept in Kirzner’s theory of the market process (1973). His basic assumption is that the market is never in equilibrium. There are always gaps between supply and demand, that is, market opportunities. The function of the entrepreneur is to see those opportunities and develop them. The entrepreneur may find them after searching, or discover them without having expected the finding. Discovery occurs when an actor finds something that he had little or no idea about before. Kirzner argues that discovery takes place in a situation of sheer ignorance, that is, when the actor cannot know anything about the finding he makes, which means that the entrepreneur is surprised when the non-obvious and undeliberate discovery suddenly appears (Demmert and Klein, 2003). Demmert and Klein also stress the role of an interpretative shift in which the unexpected finding is transformed into a discovery. Discovery is a result of the entrepreneur’s alertness, but Kirzner provides no explanation of alertness. Moreover, he gives no clues of kinds of activities that lead to discoveries.


Following Kirzner, some entrepreneurship researchers have developed his concepts in order to make empirical studies. For example, Eckhardt & Shane (2003) view entrepreneurial discovery as “the perception of a new means-ends framework to incorporate information, incompletely or partially neglected by prices, that has the potential to be incorporated in prices and thereby efficiently guide the resource allocation decisions of others” (p.338). This view suggests that there is a creative element in entrepreneurial discovery, and stresses that perception of a new means-ends framework is central. Ardichvili, Cardozo, & Ray (2003) discuss opportunity recognition and posit that it includes three processes: perception, discovery, and creation. For our purpose, we contend that discovery can be viewed as a process closely interrelated with perception and creation processes. But we keep in mind that above mentioned authors discuss entrepreneurial discovery, which concerns discoveries that lead to opportunity recognition, development, and market action. The objective of our study is wider, in the sense that we want to examine the role of the unexpected finding in the international expansion of the firm. This does not exclude the idea that entrepreneurial discoveries may be important in this international expansion.


Scientific discovery is studied in philosophy of science, where there seems to be a dividing line between those who maintain that discovery is not open to rational inquiry and those who maintain that it may well be (Lamb, 1991). Popper (1959) and Koestler (1975) are prominent names in the former group, while Simon (1977) is a significant person in the latter. The former delegate discovery to the domain of psychology, whereas Simon and associates (Simon, Langley & Bradshaw, 1981) approached creative discovery as rational problem solving. Simon argued that great discoveries are the outcome of lengthy processes of more or less systematic trial and error by several different researchers. They developed computer programs based on heuristic rules, which could generate problem solutions similar to scientific discoveries. To the extent that their studies of scientific discovery can be applied to market discovery, we have reason to view discoveries as processes that result in new problem solutions. 


Discovery learning, as part of the philosophy of education with long tradition, stresses the role of discovery in childrens’ learning. Thus, in Emile, Rousseau wrote, “Let him not be taught science, let him discover it” (Rousseau, 1969, p.131). The ideas can also be found in Dewey’s discussions of science education and in Piaget´s works. According to Eisenberg (2001), discovery learning is controversial. In particular, it has been criticized because students do not make the discoveries they are supposed to make, and because it is inefficient (Hirsch, 1996). 


In our view, discovery is the starting point for learning, and following Duncan & Weiss (1979), we define learning by a firm as the process by which knowledge about action-outcome relationships between the firm and the environment is developed. Learning is thus closely connected to new realized action patterns within and between firms. Discovery can be expected to result in learning, and the resulting new action-outcome relationship can be used to create a new business relationship in a foreign market. International expansion is thus the result of learning to take advantage of discovered opportunities.

2.2. Market discovery


We see market discovery, one of the central concepts in this paper, as a finding out about the market in a wide sense. Like Kirzner (1973), we regard market discovery as an unexpected finding associated with some surprise. Further, we associate the concept with the perception of the discovery before acting on it. 


Distinctions between kinds of market discovery can be made. We want to make distinctions that are relevant with regard the to the basic issue–international expansion. But we also want distinctions that may be of more general interest to business. One distinction we make is based on the international expansion strategy the firm is following. A market discovery can either be seen as born from an opportunity that supports, facilitates, or speeds up the firm’s strategy, in which case we speak of as opportunity discovery, or as born from a problem in the firm’s work on that strategy, which we speak of as problem discovery. The distinction between opportunity and problem discoveries should be seen in the light of our linking the concept to the perception that is connected with the finding. A discovery, which initially is perceived as a problem in retrospect, can be regarded as an opportunity. Evidently, this distinction can also be handled as scale with the endpoints problem and opportunity.


Another distinction depends on the importance of the unexpected finding. On one hand, there are strategic discoveries, perceived as being highly significant from a strategic point of view; on the other hand, there are operative discoveries, perceived as being less important and more related to current activities. This distinction can also be seen as endpoints of a scale or spectrum, with strategic and operative discoveries as the endpoints.

3. A model of market discovery


The basic assumption of this paper is that market discoveries are outcomes of international expansion and that they influence subsequent expansion. We use the Uppsala IP model (Johanson & Vahlne, 1977) for conceptualising this role of market discovery. The model places emphasis on the importance of current activities, which are supposed to affect both market commitment and market learning. This seemingly static concept has a profound dynamic effect on internationalisation, according to the model. However, because “current activity” is a quite broad category, we distinguish different current activities, which may have different influences on international expansion, and more particularly, on market discovery. According to the studies of entrepreneurial discovery and scientific discovery mentioned above, discovery is an outcome of activity processes. Thus we have reason to expect that market discovery is an outcome of business activities.


Proposition 1: Market discovery is commonly a result of carrying out the current business activities of the firm.


In his critical review of the IP model, Forsgren (2002) argues that current activity only concerns activities that are of an exploitative nature and does not allow for activities that may lead to change. In order to capture such differences between kinds of activity, we follow March (1991) and take his distinction between exploration and exploitation as a starting point. March characterizes exploration by relating it to discovery. Thus, our basic expectation is that exploration has a stronger effect on market discovery than exploitation, which is assumed to aim more at efficiency. We consider two types of activity that are closely related to exploration and which we believe have strong effects on market discovery, search and improvisation. We also discuss two types of activity that are related to efficient exploitation, planning and operation routines.
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Both exploration and exploitation can result in discovery, but once made, a discovery influences the international expansion of the firm. We shall discuss discoveries that have an impact on pace, extension, and orientation of a process of international expansion.

3.1. Exploration activities and market discovery


In a foreign-market entry and within the context of international expansion, exploration activities aim at supporting the expansion. Since the aim is to expand internationally, the firm must leave its current path of international expansion, and while doing so, it exposes itself to unknown and unexpected events. 


Proposition 2: In order to expand internationally, the firm performs exploration activities in the foreign market that result in market discovery.


Search is an activity that follows on a firm’s recognition that it does not know, and recognition of what it does not know at a specific time (Cyert & March, 1963; Stuart & Podolny, 1996). Thus, search occurs in situations characterised by known ignorance. The firm is searching for something that it is able to define (Winter, 1984). In line with the IP model, we assume that the state of the firm’s internationalisation affects the search activities. Thus, the firm’s knowledge seems to frame what the firm is able to believe and what it imagines it can find, and the firm’s commitment is its room for manoeuvre. A search takes place when the actor knows both of the problems and solutions, but does not simultaneously control them, and has to find one or the other in order to combine them in time and space. Since the firm knows what the objective is, its experience sets up the limits for the problems and solutions the firm is able to define. This means that search tends to be directed at areas regarded as strategic. However, a realised search does not lead to market discovery. A realised search results in reaching the expected problems or solutions, which means that often when firms expand their international operation through a combination of search and market discovery, the latter tend to be of a strategic nature. A search, if it turns into discovery, implies finding unexpected and unknown problems or solutions. The firm finds something that it did not know or was not searching for. 


The activities characterized by improvisation are more open to the unexpected and unknown. Moorman & Miner (1998, p. 698) describe improvisation as “the degree to which the composition and execution of action converge in time”. An important outcome of improvisation is problem solving, in particular, the handling of unanticipated opportunities, or, in other words, discoveries. Improvisation has also been reported to speed up action (Eisenhardt & Tabrizi, 1995; Pina e Cunha, Vieira da Cunha & Kamoche, 1999). We assume that discovery does not take place completely at random. The intended result of improvisation is discovery, but the essence of improvisation is that the firm does not know in advance what it will discover.


When a firm begins to improvise, it aims at achieving some kind of change and believes that discovering unknowable problems or solutions, which may make the entry and expansion easier or quicker, can do this. The fact that improvisation usually aims at some kind of discovery and is flexible in its approach to evolving situations means that it tends to lead to a series of operative discoveries. It seems that when and how a firm begins to improvise is linked to its state of internationalisation. For instance, experience from uncertain and instable markets or from crises can indicate when it might be appropriate to improvise, that is, to try to find unexpected or unknown problems or solutions.


There is a difference between exploration and exploitation and their impact on action. But there are also differences between the two types of exploration activities, search and improvisation, and their impact on action. When a firm discovers something, completely new problems and solutions appear, which it must act upon. In the case of search, discoveries seem to have a more radical impact on action than improvisation, because when firms improvise, they partly expect discovery, and they are open to new and unconventional ways of expanding internationally. Search, on the other hand, is expected to result in problems and solutions known beforehand, but discovery do not fit into these expectations. Market discoveries force a firm to reassess and reconsider its existing knowledge and strategy and to take consequent measures to capitalize on the discoveries. We believe, therefore, that market discoveries, as indirect results of search, often mean more radical and extensive action than discoveries as results of improvisation.


Proposition 3: Improvisation tends to lead to more, and to more operative, market discoveries than does search.


Proposition 4: Search leads to more strategic discoveries than does improvisation.

3.2. Exploitation activities and market discovery 


Opposite to exploration activities, exploitation activities are carried out within the current state of internationalization without any explicit ambition to increase the international operations and expand internationally. The aim of exploitation is not to cause change, and therefore seldom results in international expansion. Instead, the aim of exploitation is more efficient operations, but without expansion; thus, market discoveries can be disturbing since they give rise to new problems or solutions. 


Proposition 5: Market discovery as a result of exploitation is less likely than discovery as 
a result of exploration because exploration carries with it a cognitive readiness for 
discovery.


When a firm performs operation routines, it does not aim to change something. Operation routines instead mean that the firm repeats activities, that is, changes are neither planned nor desired. This means that discovery as a result of operation routines is unintentional or unconscious, and only occurs as a result of conjunctions of circumstances. Discovering by performing operation routines can be described as “learning by doing”, since problems or solutions appear without intentions. Discovery made through operation routines can be important when firms develop new products (von Hippel & Tyre, 1995). Both problems and solutions are discovered in the course of operations routines. For the problems to be vague and ill structured is not uncommon, and likewise for the solutions to be unknown and uncertain (Weick, 1995). Operation routines tend to change incrementally and gradually (Nelson & Winter, 1982). This is often a result of reaction to the environment. We believe that the current activities in the internationalisation process model have much in common with operation routines, which means that, for instance, the first step in foreign market entry often is in response to an initiative from the foreign market, and not a result of the entering firm’s action. 


The internationalisation-process model describes both foreign market entry and international expansion as process over time, which means that both the past and the future are of importance (Hayek, 1936; Hayek, 1945). Consequently, planning is an activity that we must consider. By planning, the firm defines and specifies what it will do in the future. Further, planning in itself conserves the prevailing for several reasons. First, it builds on existing knowledge. It is difficult to include new knowledge into the plans and impossible to include discoveries into the plans. Second, it is usually easier to plan when things are stable and unchanging. Planning usually consists of two sequences: the first being the establishment of the plans and the second, the execution of the plans. Moreover, planning can be viewed as taut or loose, where taut planning entails considerable lead-time between establishment and execution, whereas for loose planning, establishment and execution take place almost simultaneously. But, the issue of taut and loose planning also contains a spatial or organizational aspect, since the establishment and execution of plans can be performed at the same department or organizational entity, but they can also be performed far away from each other, which we believe is an aspect of taut planning. Taut planning also implies small differences between the content of the plan and content of the result of execution of the plan. Altogether, this means that the two sequences can be separated from each other in both space and time. Thereby, taut planning has a tendency to enhance stability and to slow down change. The more distant the sequences are in time and space, the more taut is the planning, and since discoveries usually are made when firms execute plans and not when they establish plans, loose planning make the process when discoveries are made and interpreted easier. 


Proposition 6: Operation routines tend to result in smaller market discoveries than 
planning. 


Proposition 7: Market discoveries in connection with operation routines are a 
consequence of other actors’ activities. 


Proposition 8: Taut planning results in fewer but more dramatic discoveries than loose 
planning.


Proposition 9: Strategic discoveries as a consequence of both operation routines and taut 
planning tend to be problem discoveries rather than opportunity discoveries.  

3.3. Market discovery and international expansion


Our basic expectation is that market discoveries influence the international expansion of the firm. By that we mean that international expansion after the discovery departs from the path followed before the discovery. For conceptualising this departure we use the IP model as the standard path, and then assume that discovery has an impact if it makes the firm take big steps forward and accelerates its expansion or stops or even withdraws from international markets. Consequently, if our assumption is correct, market discoveries have an impact on the pace of the international expansion of the firm. Departures from the standard path may also concern the extension of the international expansion. Market discoveries are assumed to influence the operation in specific markets, but also the number of markets in which the firm operates. Moreover, we consider that a discovery has an influence if it changes the orientation of the international expansion of the firm in terms of markets, organizational forms, distribution channels, or product compositions. Such changes are considered to be reorientation due to market discovery. 


We also expect that there is a direct impact of discovery in terms of the actions mentioned above and that there is an indirect impact in terms of consequence of learning from activities along the new expansion path. This is consistent with the view of experiential learning in the IP model. This learning is important since it can be assumed to have a strong long-term influence from the discovery.


According to the way we specified the different types of market discovery, the kinds of impact we expect from them are quite clear. First, we expect that strategic market discoveries have a comparatively radical impact on international expansion. In contrast, we expect no impact of operative market discoveries unless they come in series. Thus we presume that a number of operative discoveries may have an accumulated effect that leads to a change in the process of international expansion. Furthermore, strategic problem discoveries are expected to have a strong negative effect on international expansion. They may also have an effect on the international direction of the operations. Strategic opportunity discoveries are expected to lead to leap-frogging, big direct investments, and radical changes in the number of markets served.


Proposition 10: Strategic discoveries have a radical impact on international expansion.


Proposition 11: Operative discoveries have an impact on international expansion if they 
appear in series.


Proposition 12: Strategic problem discoveries have a strong negative impact on 
international expansion.


Proposition 13: Strategic opportunity discoveries have strong positive impact on 
international expansion.

4. Discussion


Both exploration and exploitation can thus lead to discovery. Exploitation is a more likely source of discovery since there is already a cognitive acceptance of discovery within the process. Discovery as a source of exploration has thus an additional component: a cognitive acceptance of action towards a realization of a discovered expansion activity has to be created. The newness of the situation will also create more opportunities for discovery.


A firm’s knowledge will lead it to search in certain directions for new international business opportunities. A discovery will lead to a realization and a learning process going into a different direction. Much, or even most, of the knowledge is stored in ongoing business activities (Weick, 1979; Walsh & Ungson, 1990). These activities are the result of past occurrences of search and discovery.


Every discovery will lead to a sense making process where people try to exploit the discovery. In order to be able to do that the people in the firm will have to fit it into the regular activities of the firm. The closer the discovery lies to the ongoing activities of the firm the easier it becomes to exploit it. International expansion will usually involve changes in at least market characteristics, but it might also involve changes in activity patterns. In order to overcome the liability of newness on the market, the firm will likely be unable to handle changes in more than market characteristics, unless the firm has excessive resources or the market is similar to the home market.


Increasing and extending business connections and activities will improve chances for discovery. On the other hand the complexities involved in handling a large number of connections and activities will lead to a certain amount of lack of coordination that makes it difficult to handle discoveries, especially on a broad basis. Each person in a firm handles a certain number and amount of activities (within the firm); to see discoveries connected to other than the limited number of activities that one particular individual is connected to will therefore be difficult .


As we see, a firm’s current exploitation and exploration activities influence the discoveries that the firm will make. The firm is committed to a number of business relationships and it has developed its routines to suit these relationships. Within a firm, experience from earlier business is transformed into activity patterns and competence in performing certain tasks. The firm, in carrying its activities, such as production and search, is thus constrained to seeing and experiencing things connected to those activities. The firm’s, organizational, financial, and network commitments make exploitation of certain discoveries more probable. The firm’s experiences with the home market, similar markets, and earlier market entry make exploitation of certain discoveries easier. 


Discovery is thus strongly influenced by the activity patterns of the firm. A firm can discover an opportunity for business, or a problem to solve, or a solution to a problem, which can generate more business. A firm can discover a market structure and thus be able to navigate within it, or discover a new potential customer. All these discoveries will be starting points for learning. In order to transform or translate a discovery into an activity, the firm has to connect action to outcome. Such learning processes will also provide opportunities for new discoveries, and applying discovery-derived new activity patterns in new environments will create opportunities for yet more new discoveries. 


Search for international expansion opportunities is already well documented in the literature, but discovery might be an equally important force. We have seen that both exploration and exploitation can lead to discovery of international expansion opportunities. An important question, consequently, is what activities create or facilitate the most discoveries. Another important question is how does one access the ability of a firm to exploit a discovered opportunity for international expansion. 

5. Conclusion


Discovery is a strangely neglected area in the international expansion literature, perhaps because discovery concerns phenomena characterized by low predictability, such as serendipity, and unexpected, unanticipated, and unintentional events that are not purely, yet far from systematic. Nonetheless, we wish to highlight discovery as an important part of the international expansion of the firm. The dominant paradigms for discovery start from the assumption that the firm is involved in linear growth, exploiting its competence in new markets as its resources accumulate and its knowledge increases (Johanson & Vahlne, 1977; Dunning, 1988). This linear development is, however, often interrupted by discoveries leading the firm into a new path. 


 The objective of this paper is to formulate a theoretical framework for studies of antecedents and consequences of discoveries during international expansion. By introducing the concept market discovery, offering a richer understanding of the pattern of international expansion for firm’s seems possible, richer than that offered by the dominant views on international expansion. Market discovery is the result of both exploration and exploitation activities, but in order to exploit market discoveries, the firm must learn to handle the discovered opportunity. A discovery is usually made while the firm is conducting its daily activities. When the routines produces a surprise outcome or when planning leads to a discovery, the firm has an opportunity to exploit it, but there might be a tendency to fix the problem instead. When the firm is searching or improvising, there is more of a cognitive readiness for discovery. The resulting learning when a firm acts to exploit a discovered opportunity will lead to changes in, pace, extension, and orientation of the international expansion of the firm.


We thus have three questions to resolve or clarify: What antecedents lead to discoveries? When and why do firms act as a result of discoveries? And how do firms learn as a result of the activity? We believe that research on these three processes will lead to a leap in our understanding of international expansion. 
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Figure 1. A model of discovery in international expansion
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