20
4

A work-in-progress paper to be presented at 29th EIBA Annual Conference
December 11th –13th, 2003 Copenhagen, Denmark

VARIETY IN BORN GLOBALS:

A STUDY OF THE INTERNATIONALIZATION BEHAVIOR AND DEVELOPMENT OF EIGHT FINNISH BORN GLOBAL FIRMS
Johanna Pulkkinen
&
Jorma Larimo

Researcher


Professor

University of Vaasa

P.O. Box 700, 65101 Vaasa

Finland

Fax. +358-6-324 8251

E-mail: johanna.pulkkinen@uwasa.fi / jorma.larimo@uwasa.fi

Abstract

The objective of this paper is to analyze the internationalization behaviour of born-global firms and deepen the understanding of the key features, strategies and competitive advantages of these firms. In particular, the goal is to apply the so-called INV-theory proposed by Oviatt & McDougall (1994) in analyzing these firms. Despite many references made to this theory among the born-global researchers, it has rarely been actually applied for the empirical analysis of these firms in earlier studies. In addition to concretization of the theory of born-global firms, this study aims at achieving more dynamism for the analysis and capturing the variety that exists among this group of firms. The application of the theory is made through a dynamic approach, combining the theory with the aspects of background characteristics of the company and its management and the key features linked to early-phase and subsequent international development of the firms. The empirical analysis is based on eight Finnish born-global firms from different fields of industry.
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VARIETY IN BORN GLOBALS:

A STUDY OF THE INTERNATIONALIZATION BEHAVIOR AND DEVELOPMENT OF EIGHT FINNISH BORN GLOBAL FIRMS

1. Introduction

Since the 1970’s two main models have been used to describe the internationalization of firms, i.e. the Nordic/Uppsala-model (often referred as process theory of internationalization (PTI)) (e.g. Johanson & Wiedersheim-Paul 1975; Johanson & Vahlne 1977; Luostarinen 1979) and the Innovation-model (e.g. Bilkey & Tesar 1977; Cavusgil 1980). The research conducted during the last ten years has however shown new interesting patterns of international development of SMEs. Although the majority of firms still internationalize in traditional, gradual way, increasing amount of research supports the fact that the phenomenon of accelerated internationalization of even smaller and younger companies is present in different parts of the world. The firms confronted with the phenomenon have been termed e.g. born globals (Rennie 1993; Cavusgil & Knight 1996; Knight 1997; Madsen & Servais 1997), international new ventures (Oviatt & McDougall 1994; Shrader, Oviatt & McDougall 2000), global start-ups (Oviatt & McDougall 1995) and infant multinationals (Lidqvist 1991). In some instances, also high-technology character of this phenomenon has been stressed with concept such as high-technology start-ups.

The first reference to concept of born-global firms was made in 1993 by McKinsey & Co. and according to that research even 25% of the newly emerging Australian exporters were born-globals. Few references to rapid internationalization has been made already before the McKinsey & Co, but mainly when referring to exceptions that exist in international development among firms with e.g. high-tech, narrow niche or differentiation focus (see e.g. Hedlund & Kvaerneland 1985; Bonaccorsi 1992). In Finland, according to a survey conducted during late 2001 and early 2002, over 20% of the participating companies, i.e. of 486 Finnish exporting SMEs, gained over a quarter of sales from outside the Finnish market already after three years from foundation (Larimo & Pulkkinen 2002). As already suggested by some other previous studies (OECD, 1997; Moen, 2002), the results of that study also indicated a significantly greater existence of BGs among those SMEs established after 1990 than before 1990-period. This development pattern clearly calls for research, since creating an understanding of these firms, their economic role and of how to relate to them is of increasing importance.
The objective of this paper is to analyze the internationalization behaviour of born-global firms and deepen the understanding of the key features, strategies and competitive advantages of these firms. In particular, the goal is to apply the so-called INV-theory proposed by Oviatt & McDougall (1994) in analyzing these firms. Though many references made to this theory among the born-global researchers, it has rarely been actually applied for the analysis of these firms in later studies. In addition to concretization of the theory of born-global firms, this study aims at achieving more dynamism for the analysis and capturing the variety that exists among this group of firms. A more dynamic, long-term view is adopted by combining the theory with aspects of background characteristics of the company and its management and the key features linked to early-phase and subsequent international development of the firms. The empirical analysis is conducted through eight Finnish born-global companies. 

Including the introduction, the paper is divided into seven main chapters. The second chapter describes the key trends in the business environment identified as important reasons for the increase of born-globals. Chapter three discusses the earlier findings related to key background features, strategies and competitive advantages of these firms. Chapter four introduces the INV-theory by Oviatt & McDougall (1994) to be applied in the empirical part with a dynamic approach. In chapter five, the methodology is discussed and in chapter six the findings of eight Finnish born-global companies are presented in light of the theoretical discussion. Finally, chapter seven summarizes the main findings with conclusions and suggestions for future research.

2. Globalization triggers and trends in the business environment

Several reasons and trends may be identified as triggers for the born-global phenomenon and different way of operation between companies established after late 1980s and companies established earlier (see e.g. Knight & Cavusgil 1996; Madsen & Servais 1997).  The first important trend has been the increasing role of niche markets, especially in industrialized countries. A second trend has been the recent advances in process technology (e.g. microprocessor-based technology and in machine tools). A third trend and reason has been the recent advances in communication technology (fax and copy machines, mobile phones, computers, e-mail systems, video systems etc.). A fourth trend is the inherent advantages of small companies: faster decision-making, quicker response time, adaptability, and so on. Small exporters are more flexible to adapt to international tastes and international standards. A fifth trend concerns the means of internationalization - knowledge, technology, tools, facilitating institutions etc. - have become more accessible to all firms and there are an increasing amount of institutions and ways by which various governments, organizations like European Union try to develop international business and cooperation between SMEs from various countries. Also opportunities for international financing are increasingly available. A sixth reason is the trend towards international networks. Successful internationalization is increasingly facilitated through cooperation and partnerships with suppliers, distributors etc. Inexperienced managers can improve and speed up their internationalization and chances for succeeding in international business with various types of cooperating arrangements. The external triggers and common features of born-global firms are summarized in figure 1. 



Figure 1. Conditions giving rise to and common features of the born global firm (Knight 1997: 6; Knight 2000; Shrader et al. 2000; Harveston et al. 2000; Moen 2002; Madsen & Servais 1997, Oviatt & McDougall 1994)

Born-global firms have also found to be relatively more common in knowledge-intensive than in non-knowledge-intensive industries and in industries characterized by rapid technological change (e.g. Saarenketo & Sundqvist 2002). Much of the current research has indeed been conducted in the context of high-technology fields, thus often assuming a stronger link between the phenomenon and this particular industry (for ex. Burgel & Murray 2000, Coviello & Munro 1995, 1997, Crick & Jones 2000, Jones 1999, Larimo 2001, Lindqvist 1991). However, also studies concentrating to other industries or those conducted without industry limitations have increasingly been made (for ex. Knight 2000, Larimo & Pulkkinen 2002, Luostarinen & Gabrielsson 2002, Madsen & Servais 1997, Moen 2002). According to findings by Larimo & Pulkkinen (2002) the increase of born-globals is identifiable both in the manufacturing and service sectors. The study by Knight, Bell & McNaughton (2001) conducted in the New Zealand seafood industry suggests that born-global pathway is identifiable also in non-knowledge-intensive sectors. This may be the case especially in small open economies. Of the 24 firms, 16 were characterized as born-global. These firms were established to serve international markets by directly supplying to foreign customers in diverse countries on basis of business opportunity rather than psychic distance. These firms had no prior domestic market at all and any domestic market thereafter was developed as a side-line of exporting (Knight et al. 2001.)
3. Key features, strategies and competitive advantages of born-global firms

3.1 Characteristics of the born-global entrepreneurs

Parallel to globalization trends and triggers discussed above some features of new global entrepreneurs can be seen as internal triggers of globalization. In several studies it is mentioned that the managers of born-global firms can be characterized by strong international orientation or global mindset. This international orientation could be regarded as a set of characteristics and approaches in the firm management affecting on the international success (see e.g. Knight 1997). Earlier research has investigated the orientation through various different aspects and the findings suggest that the managers of born-global firms typically are growth-oriented, tend to have strong international vision, emphasize proactive approach and high commitment to international markets, responsiveness to customers’ needs, as well as possess high competence in conducting international marketing activities (e.g. Rennie 1993; Oviatt & McDougall 1995; Knight 1997; Nummela, Saarenketo & Puumalainen 2002). For the new venture deepen its international behavior, the ability to diffuse the international orientation throughout the organization is also likely to become essential.

As suggested by earlier research, crucial driving forces of accelerated internationalization – and global mindset – might also be earlier international experience and contacts of the managers (e.g. Madsen & Servais 1997; Oviatt & McDougall 1995, 1997; Harveston et al. 2000; Lindqvist 1991). Due to increased international experience for ex. in terms of education and expatriation across cultures, the business people – in managerial and non-managerial level - are becoming more equipped to manage the various tasks necessary in operating internationally (e.g. Madsen & Servais 1997). Instead, the born-global firm typically goes international before having gained business experience even in the domestic market (cf. the concept of experience in the Uppsala-model). Moreover, due to small size they often lack financial resources to acquire external professional advise in international entry, such as that from consultants. In this respect, the experience of the focal actors of the firm is of importance. While the experience is important in all levels of the business hierarchy, the international (business) experiences of top managers are perhaps most significant when making the international commitment decisions in a new venture (Oviatt & McDougall 1997). The experience as such might not explain the speed of internationalization, but through capabilities based on experience the influencing factors such as commitment and implementation of needed strategies to internationalize successfully might be more rapidly put into use. The international experience and contacts gained through e.g. previous assignments increase the knowledge, abilities and courage in international markets and may significantly affect the ability to formulate and implement strategies in international level. This industry experience and contacts may e.g. explain why the foreign sales may not necessarily start with occasional export orders but is rather regular already from the beginning. 

3.2 Strategies and competitive advantages of born-global firms

The results of several studies suggest that born-global firms focus their resources on targeting global niche markets (e.g. Rennie, 1993; McDougall, Shane & Oviatt, 1994; Knight, 1997; Moen, 2002). With niche focus strategy the resources can be more efficiently devoted to serving product markets in which the company has special competence, as an opposite to diversifying to many possible product markets. By this strategy the company is also able to target the narrow niche more efficiently than the competitors, which operate on broader markets (Knight 1997). Previous studies also indicate that born-global firms expand rapidly and simultaneously to many new country markets (e.g. Lindqvist 1991; Crick & Jones, 2000; Shrader et al., 2000), most likely due to their global niche focus strategy (Burgel&Murray 2002; Moen 2002). The earlier results also suggest that traditional theories emphasizing experiential learning and low psychic/cultural or geographic distance are less capable to explain the individual market selection of these firms. For born-global firm the most important motives in entering specific countries are often found to be growth opportunities in terms of market potential as well as access to advanced customers (e.g. Lindqvist 1991; Crick & Jones 2000).
The essence in rapid internationalization is managing the risks of foreign entries in light of the resource-restrictions of the firm. Concerning the commitment of resources into entering foreign markets, the most important entry mode as indicated by previous studies are exporting through independent distributors and agents as well as direct exporting to end-customers (e.g. Lindqvist 1991; Knight 1997; Burgel & Murray 2000; Burgel, Murray, Fier & Licht 2000). According to Shrader, Oviatt & McDougall (2000), operating in many countries is often correlated with low commitment modes due to need to ensure flexibility in changing market conditions. The risk of technological leakage, a need to offer service close to the customer, or high growth objectives may contribute to use of company-owned channel such as subsidiary, especially in the case of medium-sized born-global (Lindqvist 1991; Crick & Jones 2000; Shrader et al. 2000). Also combination of different modes as well as using co-operative arrangements has found to be significant for born-global firms (e.g. Crick & Jones 2000). Especially when the small company expands quickly to several target countries, the possibilities to make e.g. foreign sales subsidiary or production investments are usually restricted. Therefore, one alternative for born-globals is to seek partners with supplementary skills and resources in the form of networking, alliances and joint ventures, and thus access vital assets without direct ownership (eg. Oviatt & McDougall 1995). Increasing use of co-operative arrangements such as R&D joint ventures or licensing have often been linked with high technology-level of the born-global firm, substantial R&D efforts, and short product life cycles (Lindqvist 1991; Crick & Jones 2000).
Competitive advantages of a born-global firm are often argued to be related to unique technology or marketing rather than to price. Earlier research has found born-globals to compete on differentiated products with regard to quality and value created through innovative technology and product design (e.g. Rennie, 1993; Knight, 1997). The core resources of a born-global firm are often intangible and knowledge-intensive with the competitive advantages deriving from unique knowledge held by the company’s key personnel (e.g. Oviatt & McDougall, 1994, 1997, Rialp-Criado et al. 2002). According to findings by Moen (2002), born-global firms differ from other types of SMEs foremost in that they have higher technological advantage. The results based on the research of Finnish SMEs also support this finding (Larimo & Pulkkinen, 2002). In the literature review on 27 born-global research published during 1993-2002, Rialp-Criado, Rialp-Criado & Knight (2002) also find strong use of personal and business networks (networking), market knowledge, narrowly-defined customer groups with strong customer orientation and close customer relationships, and flexibility to adapt to rapidly changing external conditions and circumstances to be critical success factors of these firms.

4. Typology based on international coordination and number of countries

In their theoretical paper, Oviatt & McDougall (1994) present a framework for explaining the phenomenon of accelerated internationalization and based on this propose a classification of born-globals into four different subgroups (see figure 2). The authors name four necessary and sufficient elements for sustainable international new ventures – internalization of some transactions, alternative governance structures, foreign location advantage and unique resources - but conclude that these elements manifest in the firms in different ways as indicated by the classification. 

The framework applies a multidimensional definition of international new venture, by stating it to be “a business organization that, from inception, seeks to derive significant competitive advantage from the use of resources and the sale of outputs in multiple countries” (p.49). The underlying view is that the definition of INV is concerned with value added, not assets owned. The theory proposed by Oviatt & McDougall (1994) has been influenced by traditional approaches explaining the MNE existence on the one hand (such as transcaction cost analysis, market imperfections and the international internalization of essential transactions), and by the more recent approaches from the entrepreneurship and strategic management literature on the other hand. The latter approaches are of use when explaining this special kind of MNE and emphasizing the governance vs. ownership of resources and the development and sustainment of competitive advantage (Oviatt & McDougall 1994.) The framework represents an alternative explanation of firm internationalization, in the situation where technology, specific industry environments and firm capabilities contribute to a faster internationalization instead of incremental pathway. 
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Figure 2. Types of International New Ventures (Oviatt & McDougall 1994: 59)
The first element of sustainable international new venture, internalisation of some transactions, explains the formation of all organizations. Organizations form when there exist market imperfections, i.e. when economic transactions are inefficiently governed by market prices. Element two, i.e. the reliance on alternative governance structures, distinguishes the economic transactions of new ventures from those of other organizations´. Since new ventures typically have limited resources to control various required assets by ownership, they have to take a greater advantage of other, hybrid ways of controlling. Licensing and franchising, or even more resource-conserving mode –networking, allows the partners to complement each others resources and to focus one’s limited resources on the essential. Along with this advantages comes however also the risk of leakage. 

To define an international new venture, the born global firm, as separate from the domestic counterparts, the authors introduce a third element, the existence of foreign location advantage. International firms see advantage in transferring resources across national borders. However, as compared with local firms, some disadvantages remain, such as lack of understanding of the foreign laws, language and practices as well as trade barriers. To overcome these obstacles and to have some advantage over local firms, Oviatt and McDougall (1994) name possession of private knowledge to be the most probable alternative for international new ventures. Due to advances in communication technology, knowledge can be transferred and reproduced easily and with a minimal marginal cost. Thus the possession of such valuable knowledge may create advantages that are able to simultaneously overcome the advantages of local firms in many different countries. This feature is also likely to partly explain the importance of knowledge-intensive industries in the research of born-global phenomenon. Finally, to differentiate a sustainable –as opposite to short-lived - international new venture, element four, i.e. competitive advantage through unique resources is needed. For the new ventures relying their competitive advantage on unique knowledge there are some challenges for sustainability, since due to easy dissemination the knowledge may not be unique for long. To limit the use and imitation of one’s unique knowledge by outsiders, the international new venture might rely on patents or copyrights, emphasis on the type of knowledge with imperfect imitability (such as unique organizational culture or management style), licensing or network structure with high personal relations and value and internal control of risk. 

Based on the manifestation of above elements and geographical scope of business and activity coordination, Oviatt and McDougall (1994) formulate four different international new venture types that are shortly summarized next. New international market makers are traditional firms concentrating their international activities primarily on exporting or importing. The companies focusing this activity in few more familiar countries are referred as 1) export/import start-ups and companies and companies acting in multiple countries are referred as 2) multinational traders. Whereas the systems and knowledge related to logistics tend to be internalized, other activities are usually relied on alternative governance structures in these companies. Direct investments are minimized in any country. The location advantage lies in discovering resource and market price imbalancies between countries to create markets. Sustainability of these types of new ventures is argued to depend on ability to act on emerging opportunities, knowledge of markets and suppliers, and network ability. 

3) Geographically focused start-ups are firms with relatively narrow focus and differentiation to a special need of narrow target customer group located in particular part of the world. In this narrow geographical area, the different value chain activities, such as technology development, human resources and production, are however coordinated across different nations and with help of network partners. Because of tacit knowledge involved in this coordination and thus difficult imitability, the coordination may contribute to a competitive advantage over rivals. Going further, the 4) Global start-ups are most radical type of new ventures and can in all respects strongest be characterized as born-global. The global start-ups proactively utilize on the opportunities to acquire resources and sell products all over the world. These start-ups are likely to be the most sustainable, since they gain competitive advantage by a combination of highly inimitable resources, i.e. by coordinating multiple business activities across multiple national and regional borders usually through close network alliances. 

In the empirical part, the INV-theory will be applied to the analysis of the case companies, in combination with the other aspects of born-global firms discussed in theoretical part, i.e. the background characteristics of the company and its management and the key features linked to the international development (both initial and subsequent) of the firms.

5. Selection of the case companies and data collection

A research methodology used in this study is a multiple case study of eight born global companies. The born global concept is used as an upper concept, referring to firms that have started international operations fast after establishment. As suggested by Oviatt & McDougall (1997), the key defining dimension of born-globals is the significant percentage of foreign sales, since obtaining of international sales is likely to be more challenging than obtaining international inputs and most of the other international dimensions are usually somehow associated with the initiation of foreign sales (see also the definitions by e.g. Lindqvist 1991; Knight 1997; and Harveston, Kedia & Davis 2000). 

The development of international sales operations is used as minimum criteria in defining the international intensity of the firms in this study. Altogether the firms were required to meet the following selection criteria: 1) International sales three years after establishment at least 25% of total sales; 2) Growth tendency in international sales, thus being at least 50 % of total sales in 2001; 3) Sufficient number of foreign countries in which the company has sales (at least six countries); 4) Company establishment after 1985 (older companies are excluded because gaining knowledge of their international development and especially the early years is likely to be more difficult); 5) The majority of selected company is not owned by any single larger Finnish or foreign group (to ensure independency of operations and decision-making).

Identifying the case companies was started by screening through the companies that participated in the large mail survey conducted in 2001-2002. The survey database consisted of 473 exporting Finnish SMEs from which 25 firms fulfilled the above criteria. In addition to this database, also other sources such as earlier surveys made by the other author and articles in Finnish business magazines were used to identify the case companies. After looking closer into the companies that were found from these sources, eight companies representing different industries were selected as appropriate for the empirical study. The basic information of these companies is presented in table 1.

The information from the companies was collected through the survey questionnaire, personal contacts, documentary information and archival records. The case company managers were contacted by phone and e-mail and - to help the comparability of case-companies - required further information was collected by a semi-structured questionnaire. Additional data was collected through firm reports (annual and other reports) and newspaper and journal articles. 
Table 1. Basic information of the case companies

	
	Finnlamelli
	Logset
	Stick Tech
	Vacon
	Biohit
	Selka-Line
	CrossWrap
	Nowo Textile Machinery

	Founded
	1996
	1992
	1997
	1993
	1988
	1992
	1994
	1994

	Main products
	Laminated log houses
	Light forest machines
	Fibre reinforcements
	Frequency converters
	Liquid hand-ling, diagnostic tests
	Public space furniture
	Square bale wrapping systems
	Machinery for textile industry

	No. of personnel1
	76
	50
	14
	426
	303
	28
	13
	13

	Turnover 1
	12,9 MEur
	12 MEur
	NA
	97,5 MEur
	25,4 MEur
	4,1 MEur
	1,4 Meur
	2,4 MEur

	Share of exports2
	60%
	75% (2002)
	50%
	82%
	97% (2002)
	50% (2002)
	95% (2002)
	98% (2002)


1 in 2002

2  in 2001-2002
Concerning the INV-typology, there is a certain limitation since it is concerned with start-ups, whereas the case-companies viewed in our study are established between 1988 and 1997, thus being of age between 6 and 15 years. Consequently, we have decided to take a more dynamic view, thus by first looking into the activities of the companies within first six years and then their later development (the limit of six years has been used to define new venture also by e.g. Shrader, Oviatt & McDougall (2000)). The analysis of the empirical data will proceed by first presenting the background, features and initial internationalization of each company under the respective group of companies proposed by the typology. This is followed by the analysis and presentation of the findings related to the further development of these firms, with emphasis on the competitive advantages and features describing and contributing to their current international development. 

6. Empirical findings of eight Finnish born-global companies
I Export/Import start-up case

Finlamelli is manufacturing laminated log houses. The company is located in the Western part of Finland, in area that has strong tradition in the industry. Finnlamelli was established in 1996 by former employees of another log construction company as it was sold and merged to a bigger corporation. In the time of foundation the markets were slightly recovering from the recession and the industry was in its growth phase. The founders and managers possessed long experience and tradition in the field and many were experienced from international assignments in the former company. Since the beginning the company has been owned by six to eight private persons. 

Finnlamelli started exporting its products instantly after establishment to Central Europe and Japan, and after three years achieved already over 50% of sales from abroad. Until 2002 the company had sales in 16 European countries and Japan. Large proportion of the sales is focused on few key markets; the main markets Germany, Japan and France form approximately 75% of foreign sales. The sales are conducted through direct export to end-customers and 30 distributors (importers such as design companies and small construction firms). The company has also had some R&D co-operation in Japan and utilizes marketing co-operation (design and sales) in France and Germany. The company’s production is located in Finland. Less than 25% of the production is outsourced to 18 domestic subcontractors. Looking at the international operations and concentration of sales (which is expected also in the near future), the company can still in the near future be regarded as an export type of born-global proposed by Oviatt & McDougall (1994).

The main competitors of Finnlamelli are other domestic manufacturers. In Finland there are about one hundred manufacturers from which a quarter are industrial manufacturers. Finnlamelli is among four biggest competitors in the country. The manager regards Finnlamelli’s core competencies to be production and technology know-how as well as good knowledge of the industry. The competitive advantages of the company’s log houses are high quality, flexibility and reliability of delivery. Only very small proportion of the production constitutes of standard-models, but instead the houses are produced with various modifications of the standard models or according to the design of customer’s own architect. In December 1999, Finnlamelli began using a new radio frequency gluing line, which is the first one of its kind in Finland dimensioned for the production of log houses. It raises gluing capacity and enables widening services to the customers.

II Multinational trader cases
Cross Wrap is specialized in square bale-wrapping systems and waste handling equipment. The company was established in 1994 by one family, followed by the invention of new square bale waste handling method. The establishment was also encouraged by the fact that the other founder and innovator had gained long experience from working in this field in selling waste handling machines to international markets and thus knew the markets and customers. Instead of existing round bale wrapping lines, in markets there was a need for this new square bale-wrapping product invented by the founder. The founder family owns majority of the company and holds the CEO and chairman positions of CrossWrap. International experience?

In the beginning the market potential for the product was located to Germany, Great Britain, the Netherlands and New Zealand, and part of the product development as well as first marketing operations were conducted with customers from these countries already in the foundation year. In 1997 the share of export reached over 90% of total sales and by the sixth year of operation CrossWrap had sales in 16 countries in Europe, USA, Asia and Middle-East. By that time the company also had R&D and marketing co-operation in six European countries and New Zealand and Lebanon. Today CrossWrap has sales to 22 countries in Europe, USA and Asia. In addition to own direct export, distributors and marketing partners the company has a sales subsidiary in Austria and joint product development contracts with foreign customers, universities and research institutes. Over 75% of the production is outsourced, entirely to domestic sub-contractors. Looking at the history, the company has very rapidly developed into a multinational player in its market niche. As previously described typical for multinational traders, this company has good knowledge of the markets and has been able to act on the emerging opportunities there. Until now, the company has constantly entered new markets and also increased its international operations, so in the future it might develop into a global player. Although in recent years (2000-2001) about half of the sales have concentrated to few European markets (with main market Italy forming about 40% of foreign sales), the company manager expects also Asia and USA to be a growing market segment.

The core competences of CrossWrap are contacts and wide global networks as well as good knowledge of the customers and the industry – all reflecting also the strong role of the founder’s background in the industry. The main competitive advantages are related to the method innovation that is difficult to imitate and widely protected by patent right, strong end-user references and small, flexible size of the company with committed personnel. The invented method is now used to produce wrapping machines to many different industries. Also due to e.g. the EU-directive concerning waste-energy utilization, the future prospects in Europe are positive. 
Selka-Line is specialized in public space furniture and components with main customers being restaurants, hotels, cruise ships, exhibition centers, and other contract projects as well as furniture manufacturers. The Selka-Line concept is a product of nearly 30 year’s development work. Selka-Line was established in 1992 to market the products of another furniture company, Selkate Ltd. and to develop marketing material and public space furniture. After bankrupt of Selkate in 1994, Selka-Line acquired all of its activities. Selka-Line also moved to the ownership of the founder family. The founder had gained previous experience from working in international assignments in Europe, Australia and Canada. In addition, the company manager possessed previous experience from working as a CEO in the company from which Selkate Ltd was founded. 

In the company arrangement, the former customers of the bankrupt company moved to Selka-Line and the domestic as well as international sales began by selling to these established customers. First foreign sales  (in 1992) were to Western European countries but already in the same year deliveries to customers outside Europe were initiated. Within first six years the share of exports reached 50% and the products were sold yearly to customers in approximately 20-25 countries in Europe, North America and Asia through 40 resellers. By that time the company purchased about 5% from subcontractors in other European countries. Until now, the amount of resellers abroad is doubled to 80. The sales market strategy can be regarded very diversified, since the most important country, Russia, forms only 15% of the foreign sales. In the future, the share of exports as well as number of foreign sales markets is expected to slightly increase. While operations related to marketing, sales and logistics are coordinated internationally the inward operations are still mostly handled within the domestic market. Over 25% of the production is outsourced to 30 domestic and three foreign (European) subcontractors (contributing only 5 % of the company’s purchases). Currently, the company also has some co-operation in product and technology development with foreign customers and suppliers.

The company has gradually widened its product line from component subcontracting to own Selka-Line furniture-collection. The core competencies of Selka-Line are efficient coordination of operations and good knowledge of the industry and customers. The company’s main competitors are from foreign countries. Unlike the other case companies, Selka-Line is not a typical high-tech company, but instead differentiating its products through high quality, design and efficient delivery. All the company’s products are marketed under global brand.

III Geographically focused start-up cases

Logset is specialized in light forest machines (harvesters and forwarders). Logset was founded in 1992 as the three managers of a bankrupt forest company bought its assets and product rights and continued its forest machine manufacturing operations. The former company had been among the three biggest players in the Finnish market, with these companies possessing over 90% of the domestic market share. Logset started operating with one-third of the former workforce and broadened its operations to cover repair and sale of second-hand forest machines. The managers possessed vast industry experience and knowledge on conducting international business in the field. One of the managers had also worked abroad. The experience and contacts as well as the managers’ interest to internationalize had major impact on starting international operations. 

The international operations were in the beginning conducted with the partners of the former company. Foreign distributor contacts were ready established in Switzerland, Ireland and Sweden. By the sixth year of operating Logset had sales in nine European countries, Kongo and Uruguay, with exports forming approximately 70% of sales. By that time the company had also marketing co-operation with seven European partners, one Swedish R&D partner and approximately 40% of the company’s purchasing was from Sweden, Germany, Great-Britain and Denmark. Since the beginning the majority of all the international operations have been rather concentrated to Europe. Currently, the company has distributors in 11 European countries and since 2001 two distributors in Canada and a sales subsidiary in Great Britain. The main markets Germany, Great Britain and France form about 60% of foreign sales. In the near future the company manager expects the share of foreign sales to increase but to concentrate to ten key markets. Canada is expected to become one of the most important markets. With regard to production, over 75% is outsourced to 40 domestic and 15 foreign suppliers (in five European countries and USA forming approximately half of the total purchasing costs). The company has also joint product development with one of its suppliers and customers. 

Logset’s core competencies are according to the CEO good knowledge of the customers, technology know-how and industry knowledge. There are approximately five domestic and ten foreign competitors. The main competitors of the company are foreign-owned companies. As compared to these, the flexibility of small producer, customer-orientation and tailor-made high-quality products bring competitive advantage for Logset. The company forest machines are light-structured and thus environmental friendly. The company also possesses two patents for its product components. All the products are marketed with the global brand.

Stick Tech was established in 1997 and is specialized on fibre reinforcement products with the new technology launched by the company. Stick Tech evolved from the biomaterials research project in the University of Turku. After many years of intensive research the project resulted to invention of new fibre reinforcement technology, which is now the basis of Stick Tech’s operation. In addition to main innovator, an advanced researcher in the field, the project included one founder member and few employees of Stick Tech. 

The company management consists of five members who are all highly educated and most of them possess earlier international experience from business, research or education. However, although there existed experience from the research and development of fibre reinforcement technology, none of the managers had earlier actually been active in marketing side of this particular field. This meant that distributor and customer as well as supply contacts had to be built from the start. The commercialization and building of customer contacts was complicated since the product was new for the field and for the practices that these customers were used to.

This company can in many respects be seen as geographically-focused start-up described by Oviatt and McDougall (1994), but is gradually changing to a global player in its market. The company started international operations in 1999 and already in the next year the foreign sales formed over 40% and in 2001 over 58% of company’s total sales. First sales were made in exhibition in Cologne, where individual sales to countries such as Chile and China were made. Nearly same time sales via distributors were started in Sweden, Great Britain and Denmark. Every market entry is preceded by co-operation in research and training of dentists and technicians to use the new technology. Today the company has distributors in nine European countries and in Columbia and USA. Also sales via Internet are made. The company has also alliance partners in Japan and USA. According to the CEO the role of alliances will be important in the future and the company is seeking new alliance partners with possibilities to combine the fibre reinforcement with their composite production. The company has R&D co-operation with many universities home and abroad and is co-operating with eg. some suppliers and customers, research institutes and opinion leaders in developing and marketing of products. Stick Tech started foreign purchasing in 2000. Today it supplies raw material from few foreign suppliers. The company also raises part of its capital from foreign financiers.

The products are marketed through global brand. The competitive advantages of the technology are unique bonding resistance, customer friendliness and application ability. The company’s technology has also been patented. In 2002 the company also achieved an annual INNOFINLAND-prize, which is awarded as a recognition for a creditable and innovative entrepreneurship.

Nowo Textile Machinery was established in 1994 and is designing and manufacturing textile machinery such as bale openers, ball fibre machines, pillow filling lines, quilting lines and complementary machines. In the background of Nowo is the bankrupt of another company followed by the difficulties in new product development. The company had been marketing machinery for similar purposes since the 1990, with the main operation concentrating to the failed development project. The new company was founded by one of the managers of the former company. In addition to the founder CEO, two employees continued in the new company. All three persons possessed industry experience and contacts and the management had also gained international experience from working in domestic and foreign companies. 

In the time of foundation the industry markets were already rather mature. However, according to the CEO, a need for modern and more efficient production technology was identifiable in the industry and Nowo’s strategy was to target these new market niches. The company started with new subcontractor partners and launched new designs for the markets. The international operations began in 1996 with export trade to Portugal. Also purchasing from foreign partners was initiated at that time. After this the international development was fast. By the year 2000 the company’s products were sold to 25 countries in all continents of the world, it had marketing co-operation with four European partners, purchased half of its purchasing from other European countries and had also a pilot plant in Denmark. Sales to more distant markets were initiated in 1997 with export to Chile. With regard to sales, the company is today very internationally oriented; in 2001-2002 only 2-3% of sales came from the domestic market. The main markets of the company are still in Europe. During the last few years Nowo has established an important role as a supplier to e.g. Italian upholstered furniture manufacturers. Italy contributes to even 32% of the foreign sales. The distribution of products abroad is through direct export to end customers and in some countries through foreign agents. Over 75% of the production is outsourced to 70 subcontractors, from which nine are from other European countries and form about one third of the total purchasing costs. The company has also some R&D co-operation in Estonia, Denmark and Great Britain and is currently negotiating for a joint venture in China.

The CEO defines the core competencies of Nowo as high technological know-how, efficient coordination of operations and good knowledge of the industry. The machines are marketed with global brand. The main competitive advantages are quality, service, reliability of delivery and price. The company has also four patents. In 1998 it patented new ball fibre machine. In the ball fibre machine and pillow filling machine markets Nowo is a market leader in Europe and in other products it is among the three biggest competitors.
IV Global start-up cases

Vacon is medium-sized manufacturer of frequency converters. Vacon was established in 1993 by a group of former managers of ABB Corporation followed by ABB’s strategic change and move of its frequency converter business to another location. The core people thought there were positive prospects for starting the business with technological knowledge, vast (over 150 manyears’) business experience in the field and large international contact network as well as advantages of smaller organization. The first two years were dedicated to product development. The first foreign distributor contract was established already before the product launch in 1994 in exhibition in Hanover, followed by establishment of many more distributor contracts, subsidiaries abroad (joint and wholly-owned) and a Brand Label contract already in the next year - many of them accelerated through personal relations and reputation based on previous experience of the managers. The share exports reached 80% already three years after foundation. 

Today the company has 15 subsidiaries in eleven European countries including Russia, and China and Singapore and also more than 20 OEM-customers and five brand label-customers. The products are sold to over 100 countries. About 67% of the sales are from Europe, 18% from North America and 12% from Australia and Asia. The main market USA forms a quarter of export. In 2000 the company established a joint venture with a US brand-label customer, Cutler-Hammer, covering distribution to North and Central America and Caribbean. Another US brand-label customer, Rockwell Automation, signed a co-operation contract with Vacon in 2002. In addition to marketing the co-operation aims at joint research and development of frequency converters. The company aims at increasing presence in South-East Asia, Middle East, Eastern Europe, South-America and Africa. In 2002 Vacon also received its largest single order ever from a new Chinese customer. Also supply and R&D have from the beginning been conducted with worldwide partners as well as capital is raised from investors outside Finland. Today, most of the suppliers are Finnish but there are also suppliers from Sweden, Estonia, UK, Switzerland, Germany and China. Also customer service is coordinated globally with 55 service centers located around the world.  

The competitive advantages of products are wide product range, customer applicability, service and fast delivery. The company has also patens. There are about eighty competitors in the world market. Seven biggest companies have together 57% market share. The biggest player, ABB, has 13% share and Vacon 2,3% share. The success of the company is obviously linked to the background of foundation and management team having vast international industry experience, contacts to customers, suppliers, financiers and other parties, and know-how. Another distinguishing feature of Vacon is the efficient coordination of global activities and utilization of the network structure. The strategy stresses close back- and forward integration of operations. Marketing and gaining volume faster is possible by using network partners with wide customer and contact network, and in the case of OEM- and brand label customers strong local presence of their brand. The R&D work is based on close co-operation with global customers, Finnish universities and research centers, and suppliers. Tight co-operation with the company’s interdependent supplier network allows it to concentrate on the highest value added parts of production (i.e. testing, assembly and development) and exploit new technologies faster. The fast growth has also demanded more personnel all the time, and the personnel problem has been managed largely by co-operation with vocational school and university. Since 2000 Vacon has been a public company.

Biohit was established in 1988 mainly by one person, an advanced researcher and innovator in the field. The company manufactures liquid handling products and accessories and develops diagnostic test systems for use in research, health care and industrial laboratories. The background of the company goes back to another company established in 1971 by the same person. The company was specialized in mechanical pipettors and laboratory equipment. The founder was the chairman and president as well as the main innovator of both this company and since 1978 a Finnish-American joint venture company. During 1971-1986 there were approximately 100 inventions in use of these companies and over 200 patents in different countries. In 1985-1986 the companies had about 700 employees, a turnover of over 35 million euros and subsidiaries in 10 foreign countries. In late 1986 a Finnish bank took over the two companies after which the founder left the companies. After the leave there has been several trials between the founder and the bank and other later owners of the companies about the rights and compensations for the companies and key innovations.

Biohit began it operations with the first two years mainly dedicated to product development. The introduction of new electronic pipettor was made in 1990, followed by the launch of single-channel mechanical pipettor, multi-channel pipettor and large-volume electronic pipettor in the next few years. In 1994 the company had already over 110 employees and total turnover of over 8,1 million euros, of which 94 % came from foreign sales. During first ten years Biohit was a family-owned, after which it became a public company. This was made in order to finance the growth and product development. The majority of the company is however still owned by the founder and his family.

The first sales (in 1990-1991) were to Western European countries, but very soon deliveries started also to more distant markets such as USA and Japan. Already by the mid-90’s the company had sales to over 50 countries in all continents apart form Central and South America. Biohit’s market strategy can be regarded rather diversified with marketing now being conducted in over 70 foreign countries. In 2000-2001 USA counted for about 22 % of the foreign sales. From the beginning the company has rapidly established very diversified international operations. From the mid-90’s in addition to over 50 foreign distributors (importers), the company has established subsidiaries in different parts of the world such France, Austria, Italy and the U.K. (in 1991-1992) and later USA, Japan, Germany and Russia. The subsidiary in Japan was established as a joint venture. In 1993 Biohit licensed a worldwide patent to the German partner for the development of new mechanical pipettor family. Later Biohit sold license to Indian distributor partner, focusing on the assembly of products and has similar plans for starting assembly also in China. Biohit has some product development co-operation with foreign OEM-customers and suppliers. Altogether the company has about 30 suppliers, of which most are Finnish. Foreign suppliers are from Western Europe and Asia. They have only a limited role in the production, delivering mainly electronic plates, precision mechanical parts and tools. 

With a 70% share, Biohit is a clear market leader in the global electronic pipettor markets. In disposable pipettor tips the company estimates to have about 1,5% of the market share and in the mechanical pipettor markets it is the fourth largest producer in the world. New innovations and patents have had a key role in the competitiveness all the time. The main competitive advantages of the company are technical know-how, innovativeness, wide product range, close customer relations and marketing competence. 

7. Summary and discussion

The objective of this paper was to analyze the internationalization behavior of born-global firms and deepen the understanding of the key features, strategies and competitive advantages of these firms. In particular, the goal was to apply the so-called INV-theory to the analysis. Despite many references made to this theory among born-global researchers, it has rarely been actually applied for the empirical analysis of these firms in earlier studies. In addition to concretization of the theory of born-global firms, this study aim at achieving more dynamism for the analysis and capturing the variety that exists among this group of firms. The application of the theory was made through a dynamic approach, combining the theory with the aspects of background characteristics of the company and its management and the key features linked to early-phase and subsequent international development of the firms. The empirical results were based on eight Finnish born-global firms from different fields of industry. 

The case companies are positioned in the INV-typology as presented in the figure 3. In addition to the early-phase status of the firms, our classification illustrates the development of firms within the typology. In many respects the typology and its arguments are well suitable for the industry characteristics of small open economy such as Finland. This is especially valid considering the emphasis of unique knowledge and knowledge-intensity as a source of competitiveness both in this theory and in the Finnish business environment. The global competitiveness of Finnish companies is increasingly relying on unique knowledge and in many cases advances on high technology. In relation to the country population, only in Japan, Germany and USA there are more patent applications made than in Finland. Regarding patent applications on high-technology, the country receives most applications in the world. (National Board of Patents and Registration of Finland 2002). 
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Figure 3. The positioning of case companies to the INV-typology

Regarding background characteristics of founders, some common features can be found in the case companies. In seven companies the international orientation was high and in two global players it can be regarded as extremely high. Also the previous industry experience and established contacts of the founders and early management was high in seven cases. Even in the eighth case company the founder had worked in the same field, but only for a shorter period. The variety among cases was slightly stronger regarding the previous international experience of the focal actors. In all cases there existed some earlier experience from working in international assignments home or abroad, from studying abroad or in some cases from the research field in international level but this experience varied significantly with regard to duration and number of persons having the experience. As well as industry experience, also in the case of international experience the size of the company and especially the early founder/management team must thus be taken into consideration.

All of the companies sold their products to industrial customers but Finnlamelli had also end-consumers as a customer group. Looking at the product and customer strategy, many companies are operating in global niche markets, i.e. marketing special rather than standard products to the markets where the potential is spread in different countries with the number of customers in individual country being limited. Regarding global markets, according to the managers of Vacon, Biohit and Stick Tech, the companies had over 100 customers in the foreign markets, whereas four companies had 50-100 and one company slightly under 50 foreign customers. However, in all cases except Biohit and Stick, the number of customers in the main foreign market was less than twenty. Other common features with Stick Tech and Biohit are that they operate in similar, biotechnological industry and have emphasis on standard instead of customer-adapted products. Regarding the product characteristics, in many of the companies the sustainability is ensured by patent rights protecting the unique knowledge on technology, production method, design or alike. Six of the companies possessed few or several patents and one company had design and utility model protections. In Stick Tech, Biohit, Cross Wrap and Nowo Textile Machinery the patented innovations had a significant role for the competitiveness of the company. Four of the companies (two positioned as global players and two as geographically focused start-ups) had brand label and/or OEM-customers. In the global player companies they had a significant role in the marketing and to some extent also in product development.

Looking at the operations within the first six years of the companies’ existence, in addition to sales, six of the companies had few or many supply partners from abroad and R&D co-operation with customers, suppliers or other partners. Especially in global player cases and geographically focused cases the development of the product was from inception conducted in co-operation with foreign partners. Most importantly, the marketing of products was efficiently coordinated in international level right from the start. Not only traditional exports were used, but also different relationships were utilized in marketing and, through e.g. traditional distributor partners, joint venture and licensing partners, OEM-customers and other parties, the companies were able to gain visibility and sales volume for their products in different countries faster than would have been possible alone. However, regarding production and supply strategy, in two geographically-focused start-ups – Logset and Nowo Textile Machinery – large part of the production was outsourced to the most efficient subcontractors in different locations of the world. In other cases the production was largely concentrated to domestic market and outsourced to domestic subcontractors. 

Looking at the market strategies, the results suggest that despite that all companies had sales in very different locations, there were more differences regarding the geographical diversification vs. concentration. In five companies majority of the sales was concentrated to few key markets (varying from 55 to even 75% of all the sales). In global players and the multinational trader there was more diversification, as an example, in the multinational trader the three main markets formed only 35% of foreign sales. When we look at the initial outward operations of the case companies, the findings would suggest that many born-global firms develop largely according to conventional internationalization models, i.e. they start with exporting, establish marketing partners and possibly sales subsidiaries in the most important markets. Only three of the companies have, until now, invested in own sales subsidiaries. Furthermore, none of the companies have made production investments abroad. In many firms outsourcing plays a critical role in the production. 

The companies described in this study are all rather success stories of their own field of expertise. This is also reflected by the many recognitions: during 1998-2000 Finnlamelli, Vacon, Biohit and Nowo were all listed (once or twice) among the list of 50 fastest growing Finnish companies published by Finland's leading business magazine; in 2000 Vacon already achieved a position among the 500 biggest Finnish firms; in 1999 CrossWrap and Stick Tech were acknowledged by another Finnish business magazine as among the ten domestic high-tech growth companies with possibilities to multiple their turnover in the near future; the President of Finland awarded Biohit (in 1994) and Vacon (in 1998) with the Finnish Export Award and Stick Tech with the InnoFinland 2002 Award; and National Board of Patents and Registration of Finland awarded Biohit’s founder CEO in 2002 for having most (63) domestic patents in the country.

Finally, despite some common features the firms have achieved their fast growth in a variety of ways. The similarities and differences linked to the entrepreneurial and strategic characteristics of these firms are summarized in table 2. Considering the born-global firms in our study, the fast pace of development and later changes in at least some of these firms would thus suggest that a more dynamic typology for analyzing the born-global firm is needed.

Table 2. Entrepreneurial and strategic characteristics of eight Finnish born global firms

	

	Founder(s) and top management
	Extremely high international orientation

Biohit, Vacon

Extremely high previous international experience

Vacon, Biohit

Extremely high previous industry experience

Logset, Vacon, Biohit, Finnlamelli
	High international orientation

Logset, Stick Tech, Selka-Line, CrossWrap, Nowo Textile Machinery

High previous international experience

Logset, Nowo Textile Machinery, Stick Tech

High previous industry experience

Stick Tech,,CrossWrap,  Nowo Textile Machinery
	Moderate international orientation

Finnlamelli

Moderate previous international experience

Finnlamelli, Cross Wrap, Selka-Line

Moderate previous industry experience

Selka-Line

	Product
	Physical product

Finnlamelli, Selka-Line, Cross Wrap, Nowo Textile Machinery

High technology (R&D costs ( 3% of turnover in 1999-2001)

Logset, Stick Tech, Vacon, Biohit, CrossWrap, Nowo Textile Machinery

Industrial

Finnlamelli, Logset, Stick Tech, Vacon, Biohit, Selka-Line, CrossWrap, Nowo Textile Machinery

Customer-adapted products

Finnlamelli, Logset, Vacon , Selka-Line, CrossWrap, Nowo Textile Machinery
	In addition OEM/Brand label manufacturing

Logset, Stick Tech, Vacon, Biohit

Low-/Medium technology

Finnlamelli, Selka-Line,

Consumer

Finnlamelli

Mainly standard products

Biohit, Stick Tech

	Customer strategy
	> 100 customers abroad

Stick Tech, Vacon, Biohit

>100 customers in the main foreign market

Stick Tech, Biohit
	(100 customers abroad

Finnlamelli,Logset, CrossWrap, Selka-Line, Nowo Textile Machinery

< 20 customers in the main foreign market

Finnlamelli, Logset, Vacon, Selka-Line, CrossWrap, Nowo Textile Machinery

	Market diversification
	Share of three most important countries ( 50 % in 2000-2001

Vacon, Biohit, Selka-Line

Sales to other Nordic countries ( 25 % in 2000-2001 

Finnlamelli, Logset, Vacon, Biohit, Selka-Line, CrossWrap, Nowo Textile Machinery

Sales outside Europe ( 25 % in 2000-2001

Finnlamelli, Logset, Stick Tech, Selka-Line, CrossWrap, Nowo Textile Machinery
	Share of three most important countries ( 50 % in 2000-2001

Finnlamelli, Logset, Stick Tech, CrossWrap, Nowo Textile Machinery

Sales to other Nordic countries ( 25 % in 2000-2001

Stick Tech

Sales outside Europe ( 25 % in 2000-2001

Vacon, Biohit



	Uppsala-model

Market strategy

Market commitment
	Following (three first sales countries within the Nordic countries)

Biohit

Following (traditional exports ( sales subsidiaries)

Logset, Vacon, Biohit
	Partly following (( one of the first sales countries outside the Nordic countries)

Finnlamelli, Logset, Stick Tech, Vacon, Selka-Line, CrossWrap, Nowo Textile Machinery

Partly following (traditional exports)

Finnlamelli, Stick Tech, Selka-Line, CrossWrap, Nowo Textile Machinery

	Inward & co-operative operations
	Inward and/or co-operative operations initiated in the same year as exports

Stick Tech, Vacon, Biohit, Nowo Textile Machinery, CrossWrap
	Inward and/or co-operative operations initiated after exports

Finnlamelli, Logset, Selka-Line

	Networking
	Key role of strategic alliances

Stick Tech, Vacon, Biohit
	Limited role of strategic alliances

Finnlamelli, Logset, Selka-Line, CrossWrap, Nowo Textile Machinery


Future research

Bigger sample size. Bigger sample size of the companies would allow give further informationa and more generalizable results about the development paths and difference in born-global firms as well as their impact to the INV-theory.

Impact of the industry. Different industries, manufacturing vs. service sectors and low vs. high-tech industries might impact on the development paths of firms and results of the application of the INV-theory. Originating from different fields of industry and both high and low/medium technological industries, the case companies of this study would allow some research in this issue. However, all the companies were from the manufacturing sector so in the future also service firms could be included in the analysis.
Co-operation vs. ownership. Already in an early international new venture theory (Oviatt & McDougall 1994), the emphasis was made to controlling assets through alternative governance structures and networks, instead of owning them. This research showed that controlling marketing, manufacturing and technology development through networks and formal co-operation, such as alliances, joint venture partners and subcontractors, is an evident attribute of born-global firms. However, for future research, as an interesting challenge remains to investigate the optimum formation of the born-global organization. What resources are to be owned and what are at best utilized through networking?

Link with performance. In the born-global literature there exists much research and case-descriptions of the firms that have exceptionally fast expanded their operations to various parts of the world. However, in the context of born-globals, once internationalized the successful management of high growth sets major challenge and has been less investigated. In the study by Oviatt & McDougall (1995), of the twelve born-globals three were failed, one was in the process of ceasing operations, and additional three were acquired by larger corporations. Similar stories exist for ex. in many high-tech fields such as ICT, which also are strongly characterized by born globalness. Consequently, it might be interesting to investigate those factors that have contributed to successful international development and also consider the factors that may have inhibited the sustainable development of some firms. In the previous research, the success has been defined differently and with different accuracy, depending on the approach. As the research has typically focused on successful internationalization, the success has often been linked with growth of percentual foreign sales, while other elements of success have been rather neglected. 
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FACILITATING FACTORS


globalization of markets for goods and services


advances in communications technologies


inherent advantages of young firms


increased international mobility and experience of people


advances in production technologies


growing role of global networks


increasing salience of global niche markets


increasing availability of international financing opportunities











INTERNATIONALIZATION TRIGGERS


export pull


export push


worldwide monopoly or near-monopoly position


product-market conditions necessitating international involvement


significant global network relationships





New international market makers





COMMON FEATURES OF BORN-GLOBAL FIRMS





Young (less than 20 years since founding);


Small/medium-sized firms having fewer financial and other resources than traditional MNEs;


After few years of establishment derive at least 25% of total sales from international markets;


Management has strong technological, international, international entrepreneurial, and market orientation;


Management and personnel often possess prior international experience and contacts;


Frequently possess higher risk tolerance and unique ways to cope international risks as compared to MNEs;


Frequently enjoy internationally recognized technical eminence in given product/service category;


Frequently put emphasis on intensive R&D-activity


Emergence correlated with significant product or process innovations;


Products have substantial added-value, universal appeal, higher quality, and differentiated design;


Initial international involvement is via exporting;


International involvement initiated and/or sustained through significant relationships;


Rely heavily on advanced communications technologies to achieve international goals;


Began to appear in large numbers in the late 1980s in the USA, Japan, Europe and Australia








New international market makers








