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Abstract

The present study aimed to analyse the characteristics of the internationalization of the Odebrecht Group throughout its history. In order to do so, a strategy of qualitative case study research with a longitudinal approach, of a historic nature, was performed. Data was collected by conducting semi-structured interviews with the directors of the company and by analysing documents and publications in academic journals. The analysis of the data was performed using the software ATLAS.ti. The data evidenced that throughout the process of internationalization it was possible to identify, intermittently, that six dimensions characterized the internationalization, those of: governance, process of internationalization, content, internal context, external context and perceived risks. Such elements were essential for the consolidation of the business group abroad. Some of these elements’ properties, such as the role of geopolitics, the influence of the company’s management technology and strategic alliances were also important.

Keywords: internationalization, transnational groups, international business.

Internationalization of Brazilian Business Groups: the Case of Odebrecht

INTRODUCTION

The internationalization of companies has been the object of study of several researchers including the seminal studies of Dunning (1980), Johanson and Weindersheim-Paul (1975) and Vernon (1966). Generally, the approaches of the studies can be characterized by two scenarios: either of an economic nature, or of a behavioural nature. Due to the complex and multifaceted character of the phenomenon, recent efforts have directed attention at multidisciplinary research. Emergent countries such as Brazil, have encouraged, with relative success, the internationalization of its companies. A recent study undertaken by the Dom Cabral Foundation (FDC, 2012) highlights a growing tendency for Brazilian investments abroad, despite a circumstantial decline in 2009. Even though several studies have investigated the internationalization of Brazilian companies, there is still little information about business groups, regardless of their relevance in the Brazilian economy (FDC, 2012).

Based on the review of literature and studies carried out in companies from the North-eastern region of Brazil (Kovacs, 2009; Leite & Moraes, 2014; Oliveira et al., 2009, among others), some characteristics were identified and revealed themselves as essential in the internationalization of companies. In the present study, the characteristics are encompassed in six organizational dimensions: process of internationalization – method of market entry, speed, intensity, etc.; content of the strategies – business strategies, strategic alliances, degree of diversification, functional strategies, etc.; governance – organizational structures, control systems, administrative proceedings, etc.; internal context – tangible and intangible resources, developed competences, etc.; external context – government, institutions, incentives, monetary exchange rates, etc.; perceived risks – information, studies, decisions, etc.

After the identification of the constructs, based on the list of transnational groups published by the Dom Cabral Foundation (FDC, 2012), the business group Odebrecht was selected, as it is one of the biggest Brazilian companies acting abroad. It is worth highlighting that in the present study, business groups are acknowledged as corporations that fully or partially own the equity control of a set of companies. Therefore, due to the contemporaneity, academic relevance and contribution to the field, and also with regard to the direction of the advance in management of national companies, the present study aims to analyse the characteristics of the internationalization of the Odebrecht Group (or simply Odebrecht) throughout its history.
THEORETICAL BACKGROUND

With the purpose of responding to the aim of the study, the process of the internationalization of Odebrecht will be analysed according to the six dimensions previously described, as follows:
Process of internationalization


In the context of the present study, strategy defined as a theory about successful competition (Barney, 2002), conceived as a standard or consistency of behaviour throughout time (ex post facto) (Mintzberg et al., 2000). It is worth highlighting that this standard is composed of strategies that were effectively performed, being decisions and actions observed over time, deliberately or emergent (Mintzberg & McHugh, 1985).

The longitudinal characteristic of the present study strongly associates concepts such as process of strategy formation and patterns of behaviour and change, linked to reorientations or sequences of incremental events based on a wide strategy. In this scenario, internationalization is considered, in the majority of companies, to be the biggest dimension of the continuous process of strategy (Melin, 1992). Therefore, internationalization can be widely defined as a process that involves a company in the operations of other nations. On the other hand, in a progressive way, it is considered as a sequential and ordered process of increase in international involvement and is associated with changes in organizational forms (Johanson & Vahlne, 1977).

As a company decides to compete internationally, it becomes necessary to select its strategy and choose how it will enter in the new market (Wild et al., 2006). Market entry is defined as is defined as an institutional arrangement that facilitates the entrance of products, technology, human skills and management, in addition to other resources inside a foreign country (Root, 1994). 

Content of strategies


The content of strategies regards the decisions related to ‘the course of action which the company should follow to achieve its goals’ (De Wit & Meyer, 2004, p. 234). According to these authors, the success in determining the content of strategy depends on the efforts that provide internal consistency and external consonance in the different strategic levels that compose a company, and are generally categorized in three different hierarchical levels: corporative strategy, business strategy and functional strategies (Wheelwright, 1984).

Companies can widen their field of activity by inserting themselves in international markets. In order to conquer the foreign consumers, companies have the option of organizing their operations so they can offer multiple products to different nations. In this scenario, strategies can be characterized as: multinational, global, international and transnational (Bartlett & Ghoshal, 1987).


The dimension of the content of strategy can also involve the perspective of strategic renewal, which is mainly concentrated in the processes and results in large companies (Kwee et al., 2011). Strategic renewal is understood as the activities developed by a company under the commitment of modifying its orientation (Volberda et al., 2001) in an attempt to adapt to the environment in which it is found. In this context, Kwee et al. (2011) state that the longitudinal approach has become important as a way of benefitting and enriching the analysis that searches for organizational antecedents as a way of justifying the renovation of the organizational strategy.
Governance


Governance has been the topic of several academic studies, notably after the seminal paper by Jensen and Meckling (1976), being intrinsically related to questions regarding contracts, composition of the management board, structure of property (Williamson, 1998), leadership (Brickley et al., 1997), rewards to directors and business performance (Core et al., 1999).

The results of the studies point to the fact that the orientation of corporative governance of the top managers can be an important antecedent to strategic renewal and extraordinary organizational ability (Kwee et al., 2011). In addition, the role of governance becomes particularly important when commitment issues are more acute due to the potential impact from the increased risk of longshot projects (long-term projects) or in companies that are more prone to an internally inefficient redistribution of resources, as in the case of diversification by conglomerates (Bodnaruk et al., 2013).


This topic has been considered by Brazilian authors in studies that include traditional sectors (textile, steel, sugar and ethanol, and pharmaceuticals), emphasizing the questions of capital ownership (national, multinational, State or, eventually, joint venture) and performance (Moraes, 1991). Topics of study associated with the work of directors in Brazilian companies have also been the objects of study for Mendes-da-Silva and Moraes (2006); the strategy of product diversification has also been studied (Mendes-Da-Silva & Black, 2008). More recent studies confirm the contemporaneity of the topic, especially regarding the endogeneity of the governance (Silveira et al., 2010), affiliation and deals (Sternberg et al., 2011) and pension funds (Oliveira et al., 2012).
Internal context


Regarding the internal context, according to Kovacs (2009), the resources and abilities of the organizations are one of the key concepts present in the theories of internationalization of companies. Based on the importance of the resource-based view (RBV) (Barney, 1991) of strategic management, national and international authors have studied RBV in relation to the process of internationalization of companies.

Studies such as Lecerf (2012), which analyses small and medium French companies, identify that technological resources lead to internationalization and innovation, and that there are positive associations between combined strategies of innovation and internationalization and the growth of exportation. In Brazil, a more recent study, performed in the Brazilian sugar and ethanol sector, identified that certain resources (technology in agricultural production, technology in industrial production and style of leadership, for instance) are positively associated with elements of the exporting performance construct (Mota et al., 2014).

External context


Managerial aspirations for growth and market security, management expectations of the effect of internationalization on the growth of the company, the level of belief in and the commitment to exportations, the differential advantages of the company based on its size, technology and product, and economies of scale are the main internal determinants referred to in literature about the motives that lead to the international activity of developing countries (Kuada & Sorensen, 2000).

Among the levels of the external environment, the relevant environment is highlighted, composed of the macroenvironmental variables that impact on the operations of the company, the industrial or sector environment and the operational environment. Regarding this topic, Narayanam and Fahey (1999, p. 216) affirm that ‘these benefits of the analysis of the macroenvironment are materialized only when its executors are willing to assume the hard, but necessary, task of formulating judgment regarding the effects of changes’. Within international business, Wild et al. (2006) support the idea that the following four elements continuously interact and influence the strategies adopted by companies: the forces of globalization, the international environment, the elements of the national context, and the industry which the company competes.


To a country such as Brazil, integration into the global economy and international competition are necessary to curtail the stagnation and economic decline, becoming, therefore, unquestionable topics of discussion in the institutional scope (Farina & Zylbersztajn, 1998).
Perceived risks


The attitude towards risk, in addition to being a preponderant factor in literature, has also been highlighted in studies involving internationalization. Generally, managers face risks when exploring opportunities for business-related transactions. Certain ways of perceiving and facing risk are attributes of the entrepreneur (Dimitratos & Plakoyiannaki, 2003), justified by the expectation of higher returns when performing new and surprising actions (Mccarthy & Leavy, 1999), such as when a decision to internationalize a company is made.

A propensity for risk, according to Grichnik (2008, p. 25) is the ‘trace of the personality of the decision maker that influences the behaviour of risk taking, but does not determine it’. The traces of personality of the entrepreneur and his/her perception of it present themselves as a propellant of risk taking behaviour. The specific risk in the present study is faced by the managers attempting to internationalize a company that depends on determination to compromise resources (Lumpkin & Dess, 1996). There are different sources of risk in the process of internationalization, the exploration of opportunities in itself is risky (Johanson & Vahlne, 2009) because managers can make decisions that could be detrimental for the company.

The tendency to face risks in order to take advantage of international opportunities is a behaviour present in entrepreneurs of both developed and emerging countries (Kiss et al., 2012). In international entrepreneurship (IE), for example, facing risks is inevitable due to the uncertainties that appear from various origins. For some authors it is this risk that facilitates an aggressive internationalization (Mello et al., 2009). This thought is shared by Dimitratos and Plakoyiannaki (2003), who present ‘attitude towards international risk’ as one of the dimensions of IE. In addition, risk is in the investment that is necessary to join the international market, in negotiations with buyers that often, do not offer guarantees of payment (McDougall, 1989), and in the method of entry abroad. 

METHODOLOGICAL PROCEDURES

Based on a qualitative perspective, a case study was developed (Eisenhardt, 1989; Merriam, 1998), by considering that it contributes to the comprehension of individual and organizational phenomena, mainly when the objects are complex and contemporary (Yin, 2002). This methodological strategy is one of the most appropriate for a better understanding what is being studied (Merriam, 1998; Stake, 1995). Therefore, a historic, qualitative case study using a descriptive approach (Merriam, 1998) that allowed investigation of Odebrecht in order to describe and interpret the process of the company’s internationalization throughout time is presented.

A case study is characterized by a type of research that is differentiated by its in-depth analysis (Merriam, 1998; Yin, 2002), conceiving the existence of several stages of selection (Merriam, 1998). In the present study, two stages were intentionally selected. In the first stage, a transnational group, according to the classification of the Dom Cabral Foundation (FDC, 2012, p. 27), was selected. Afterwards, easy access became a determinant in choosing Odebrecht. In the second stage, there was a search for respondents, focusing on the social subjects that had information on the competitive dynamics of the corporation, regarding the segment in which they acted and the investment and implementation decisions involved in their international strategies.


Since the present study is qualitative, based on the nature of the phenomenon, different data collection techniques were used, such as semi-structured interview and analysis of documents (Taylor & Bogdan, 1984). All interviews were recorded and transcribed. An interview that lasted 2 hours and 15 min was undertaken, in the city of São Paulo, with two executives that reported details of the phenomenon, one of them being the director of operations and the other, the manager responsible for the Organization and Personnel Division, both with more than 20 years in the company. A documental research is also appropriated for this kind of study. Therefore, company documents (Annual Report 2013 and Annual Report 2014), data obtained from the Internet (company website and Valor Econômico) and scientific publications – Francisco (2004); Guido and Lima (2012); Mazzola and Oliveira Jr. (2006); Rodrigues and Gomes (2003); Scherer, et al., (2009) – were analysed.


The analysis of the data followed the presuppositions of qualitative research. Codification was adopted as a system of development and refinement for the interpretation of data (Taylor & Bogdan, 1984). Content analysis (Bardin, 1977) was undertaken to identify the connections and categories existing in the transcripts of the interviews. The software ATLAS.ti version 7 was used in this phase of the research. The collection and analysis of data were performed simultaneously, as this is fundamental for qualitative studies (Taylor & Bogdan, 1984).

RESULTS AND DISCUSSION

The six organizational characteristics of internationalization were individually analysed in order to reveal a joint analysis of the six dimensions.
Process of internationalization


Figure 1 (not presented due to limitation of space) shows the process of the formation of strategies including the process of Odebrecht’s internationalization. Due to the aim of the present study, the discussion is limited to the period between 1979 and 2014 (stages 4, 5 and 6), the period when the company contemplates the process of internationalization. The process of internationalization of the firm only began in stage 4 (1979 to 1990), with the construction of a hydroelectric power plant in 1979, in Peru (Charcani), then in Chile (the Colbún-Macchicura hydroelectric power plant) and subsequently in Ecuador. The first international contract with Peru was highly protected and therefore of low risk.


The purpose was to grow and establish itself as an internationalized company. It is worth highlighting that three motivations influenced the choice of these countries: cultural proximity to Brazil, the capacity to transfer human and material resources (Rodrigues & Gomes, 2003; Root, 1994) and ease of communication (Francisco, 2004). Therefore, it is possible to observe that psychic distance is evident in the process (Johansson & Vahlne, 1977). Stage 4 is also marked by the process of verticalization of the company, which was motivated by the non-existence of suppliers. Entry into Argentina, Ecuador and Portugal were the three last remarkable events of this stage. It is possible to observe that the experience acquired with Peru, Chile and, subsequently, Angola favoured the acquisition of knowledge in order to continue the process of expanding abroad, as reported in other studies (Bartlett & Ghoshal, 1987; Johanson & Mattsson, 1988).


In stage 5, Odebrecht expanded its presence in the international market when it began operating in the United States (US), considered to be one of the most world competitive markets – a fact that lead the company to undertake only small jobs, as had been their strategy in Portugal. In the US, the company built Metromover pathways, some terminals in Miami’s airport and a dam in California for the American army.


In 1991, the group increased its geographic diversification and entered Europe, acquiring the English company SLP Engineering, which built oil rigs. During 1992 and 1993, the Chinese government kept a number of the engineers occupied on the preparation of the Três Gargantas hydroelectric power plant project. An office was established in China in order to facilitate negotiations, however, the Brazilian managers realized that partner’s intention was to learn about the project and acquire the necessary knowledge to build it themselves. Although there was investment, the knowledge acquired through the process of negotiation was fundamental in strengthening managerial knowledge of the company – concurring with the findings of Johanson and Mattsson (1988).

In Africa, Odebrecht’s managers experienced a new challenge when guerrillas from Angola invaded the Capanda hydroelectric power plant, with the civil war which lasted from 1992 to 1997. Work on the hydroelectric power plant was suspended following attacks by the Union National for the Total Independence of Angola (UNITA). After the end of the conflict in 1997 the workers returned to the village in Luanda to finish the construction. The last stage of internationalization, stage 6, estimated to be between 2002 and 2014, was marked by two events. The first was related to diversification, with the foundation of Braskem, which gathered the petrochemical activity in Odebrecht. The other event was its establishment in 23 countries.

Therefore, it is possible to identify that the process of internationalization has a high degree of involvement from the company, because, in order to transcend national barriers, the firm had to establish in several countries (Sullivan, 1994). Afterwards, the commitment with the projects always demanded allocation of personnel, material and financial capital.


Considering another level of analysis, figure 2 (not presented due to limitation of space) briefly presents the main aspects of the process of internationalization of Odebrecht. Concepts such as expatriation, alignment with the Brazilian government, identification of opportunities, investment, longevity of the market, relationships, selectivity and emerged from the analysed data as being essential in order to act globally. The geopolitics that reign in aligning with the Brazilian government is one way of mitigating risk. The corporation has the premises to enter international markets in which the Brazilian government has good relationships that support the other nations and vice-versa. Managers keep an eye on national and international political movements in order to only close deals with countries that are well disposed to Brazil.

Entry into the countries was only possible as a result of the highest degree of involvement of its subsidiaries, which diverges from what is reported by Aulakh et al., (2000) and Vernon-Wortzel and Wortzel (1988). In order to better detail this international path, the expressiveness of the other studies dimension are presented hereafter.

Content of the strategies


Strategic alliances, acquisition, diversification and vertical integration were the main strategies adopted by Odebrecht, throughout time, deliberate planning being its predominant method of formation (De Wit & Meyer, 2004). In figure 3 (not presented due to limitation of space) it is possible to observe the expressiveness of the dimension ‘content of the strategies’ in the process of the company’s internationalization, which refers to the managerial strategies implemented.


Internationalization was formed through the collaboration of strategic alliances with companies such as Temaseck from Singapore, one of the largest Danish groups (Maersk) and Kawasaki from Japan, among other corporations. The definition of the concretization of alliances is related to the characteristics of the market in which the company desires to establish itself. The local partner also provides fundamental advantages in the host country, such as the ability to relate with unions and the government. The data obtained in the interviews also indicated that strategic alliance brought a convergence of interests, but it is crucial to know how to choose the partner. The experience and learning when performing jobs with international partners are some of the advantages obtained from a cooperation strategy, agreeing with Johanson and Mattsson (1988). 


Another relevant aspect is the involvement of supplier partners (Siemens, Voith, Andritz, etc.) from the start, when sending proposals to build hydroelectric power plants, for instance. Their involvement meant it was possible to share the risks with the suppliers, as well as the gains from the negotiations. In this conception of partnerships, their presence in Africa was an important determinant in their Portuguese partners’ decision to work with them, evidencing that uniting can leverage financial capital.


In addition to the alliances with national institutions, another strategy that stands out is the acquisition that contributed to the expansion and diversification of Odebrecht. Its national acquisitions, such as the equity control of COPESUL (RS) and Copene (BA), obtaining 1/3 of the capital of the Petrochemical Company of Camaçari (PCC) and the petrochemical activities of the Ipiranga Group, also collaborated in the diversification and internationalization of the company.


Björkman et al. (2007) stated that when acquiring a company abroad, the exchange of abilities is mediated by mechanisms of social integration, such as occurred in Odebrecht. The British SLP Engineering, specializing in the construction of oil rigs and the Portuguese Bento Pedroso Constructions were acquired. Such acquisitions became sources of technological knowledge and access to markets.

The diversification, initiated in the 1970s, referred to a moment in which the company exceeded the limits of its actions, which at that time was construction. To this end, the company acquired shares of PPC, Salgema, Poliolefinas S.A. and UNIPAR.


In the case of the sugar and ethanol segment, the fusion of several companies consolidated this area for Odebrecht. It is also worth mentioning the four new businesses, the investment and infrastructure which included building streets in Peru and the study about other businesses, indicating how the diversification of the company was both  into related and unrelated areas (Barney, 2002). 
Odebrecht’s vertical integration was propelled by the need to establish the company in the African continent. Because there were no suppliers involved in the implementation of the unit in Angola, Odebrecht invested in its own support, such as a concrete and stone crushing centre.

The planned formation of strategies (Mintzberg, 1978; Mintzberg & McHugh, 1985) stands out as part of the organizational culture. The Programme of Action (PA) of each leader decentralized the decision making, enabling the director in each country and of each contract to participate in the formulation and response to the programme. 
Corporate governance


The corporate governance of Odebrecht is undertaken by the Board of Administration directed by its President, Emílio Odebrecht. Among the company’s businesses, only Braskem offers shares on the stock market. According to the director of operations, it is listed on the Miami, Madrid and São Paulo stock markets. It is the largest  petrochemical company of the Americas and had profits of USD $20 billion in 2012. The management of Odebrecht’s several businesses is oriented by a governance characterized by decentralization, by the actions of the business leaders (PA) and the presence of the Odebrecht family (figure 4, not presented due to limitation of space).

The decentralized management model was established in the 1940s and became more consistent from the 1980s onwards in the stage of diversification, when the founder of Odebrecht wrote about this in the Odebrecht Management Technology Magazine. Programme of Action stands out in this model, in which the business leaders assume a contract of action with Odebrecht and have the right to a share of the profits. These results expand on the findings of Lecerf (2012), for whom technology was found to steer the company to internationalization. However, Lecerf (2012) was only referring to the technology of products. Therefore, it is possible to see that technology in management can also be considered as a conductor of internationalization.


The leaders work as if they were presidents of the companies, participating in all stages of the process – preparation of the proposal, negotiation of the contract, execution of the formation of the contract, reception of the resources, internalization of the delivery and execution of the complete cycle. These results agree with what is stated in the literature, when it recognizes the role of leadership in the corporative governance (Brickley et al., 1997). Decentralization allows adaption in several international markets through flexibility. In the background, the business growth remains healthy, balanced and continuous (Rodrigues & Gomes, 2003). This method of management and delivering high-quality jobs around the world can be considered as a source of competitive advantage (Barney, 1991).

The role of the Odebrecht family is to provide consistency in the governance of the corporation. The founder, Mr. Norberto Odebrecht, occupied the role of honorary president until his death, in 2014. The company employs other members of the family such as the President of the Council Emílio Odebrecht, and the President of Odebrecht S.A. holding Marcelo Odebrecht, who also approves the PAs of the leaders. Such evidence corroborates with Silva et al. (1999), in highlighting how Odebrecht is a family business even though it has an immense infrastructure and is extremely professional.

Internal context


Organizational culture and competitive resources, with emphasis on learning and knowledge, are essential elements of the internal environment. Odebrecht Management Technology (OMT) is a common cultural reference that guides the actions of all collaborators; it directs the ‘to do’ and is focused on education and work. Its origin is in the solid religious beliefs about formation of the family, the belief in people and the Germanic family upbringing of Mr. Norberto Odebrecht which formed the life philosophy and work of the company. Although it also serves as an element of control, OMT allows for creativity and incentivizes decentralization through the use of fundamental principles, essential concepts, operational criteria, plans of action and PA.


In addition to the organizational culture, the rest of the competitive resources form a pool of differentiation (Barney, 1991). Brazilian financing and the reputation of the market are two fundamental resources that give international competitive advantage. In the case of financial capital, Odebrecht, being able to demonstrate a track record in accomplishing projects, mitigates the risk for financing sources. Therefore, reputation influences the ability to access financing as well as facilitating negotiations with clients (figure 5, not presented due to limitation of space).

In agreement with the findings of Johanson and Mattson (1988), the company protects and encourages learning and stimulates the dissemination of information. All employees are able to access company information via its  intranet, a self-made platform initiated in the 1990s called My Web Day. In the managers’ view, this mechanism was the most appropriate method to maintain and disseminate the expertise acquired, becoming a source of competitive advantage. Another aspect is in the development of talent from within: several directors and managing positions are occupied by people that started in the company as interns or trainees. Therefore, it is possible to observe the importance of Odebrecht’s resources for growth and management expansion, agreeing with the line of thought of Barney (2002).

External context


The categories of external context that affect Odebrecht’s internationalization the most are in the macroenvironment (political, social and environmental) and in the sector (competition). In figure 6 (not presented due to limitation of space) the categories have been separated in order to obtain a more depth in the analysis. In the external environment, the element politics was found to influence the strategic actions of Odebrecht, as already stated by authors in the field of strategic management (Child, 1972; Mintzberg et al., 2000). Firstly, because since its foundation, the government has been its biggest client, however, following the privatizations initiated in Brazil in the 1990s, the company started to do business with the private sector, which gained concessions of services that had been dominated by the public sector. Social and environmental factors are well known aspects that influence construction companies. In the model of Scherer et al. (2009), such factors are a part of the macroenvironment, which represents conditions for activities in foreign markets.


In the sector dimension, in the last 30 years the market has suffered changes which compelled the engineering companies to position themselves as infrastructure investors. Due to the expansion of this scope, for it is intensive in capital, the company started to search for several partners. In the sugar cane sector, the crisis has adversely affected the corporation’s portfolio of businesses, especially in the ethanol and sugar division, reducing the profits from that part of the business. Therefore, it is possible to observe that a sectorial analysis should not be dismissed by companies that aim for organizational expansion (Porter, 1986).

Perceived risks


The perceived risks for Odebrecht are associated with two main bases: external (which can be shared with partners, the ones from the competitors’ actions, and those due to demands from the host countries); and internal (regarding operational and project risks), (figure 7, not presented due to limitation of space).

When identifying the risks in transactions with a high degree investment (Johanson & Vahlne, 2009), the people responsible for the contracts of Odebrecht generally invite suppliers to share the risks, as in the construction of hydroelectric power plants for example, where the risk of the performance of the turbines is passed on to the manufacturers. When there are suppliers of commodities, generally there is no need for this kind of partnerships, since there is low degree of risk involved. The demands of the host countries are complex and challenging, especially when the country is a developed nation. The US government, as a client, does not worry about qualification, because if the job is not delivered they promptly go after the bank and the insurance company pursues the contractor.

In operationalization, the legal and workers’ risks are pointed out as the biggest challenges, especially with expatriate workers, as they compromise the financial resources (Lumpkin & Dess, 1996).
Regarding the risks of the projects, such as in the construction of the hydroelectric power plant in Ecuador, the client passed the specifications of the project. However, initially the turbines in the hydroelectric power plant were not functioning properly due to the level of impurities in the water. The data about the water, provided by the engineers, was inaccurate thereby compromising the functioning of the power plant. Therefore, internationalization is understood to be a risky strategy (Dimitratos & Plakoyiannaki, 2003), being a necessary part of a manager’s job in ensuring there is no loss of market share in the global market.

Joint analysis of the dimensions


The importance of the dimensions in each of the marked events in the process of Odebrecht’s internationalization is presented next, according to the stage of internationalization. The figure 8 presented here, with the aid of the software ATLAS.ti, aims to show the evidence found in the present study. In order to do so, each of the three stages (4, 5 and 6) were thoroughly analysed by identifying the incidence of the dimensions over time. 


Figure 8 was created according to the analysis indicated and shows the incidence of each one of the six dimensions in the events that marked the company’s process of internationalization. It is possible to observe that there is a variation in the incidence, with only events 10, 15 and 26 showing the presence of all six dimensions. It is worth points out that the events indicated are the ones essential to the process of internationalization.
INSERT FIGURE 8 HERE


Nonetheless, it is possible to observe that there are intermittences in the incidence of the dimensions that vary over time. In addition, one fact emerged from the data which the model did not contemplate, event 12, which is about the establishment of the company in Ecuador, and does not appear in the dimensions. It is believed that this happened due to the lack of information about the event during the collection of data. Moreover, the approach adopted in the investigation of the process, considering the occurrence of events throughout time caused by individual and organizational actions, (Van de Ven, 1992) was fundamental to describe how such actions occurred.

CONCLUSIONS

The present study aimed to analyse the process of internationalization, content, corporative governance, internal context, external context and perceived risk. The results showed that Odebrecht initiated its internationalization in the countries of South America – in consonance with the psychic distance approach. A predominance of a deliberate approach in the formation of strategies was identified. Due to the nature of the business it is not possible to export, therefore, it was necessary to physically locate itself in the host country in order to internationalize. In this scenario, strategic alliances were fundamental.

In terms of market entry, geopolitics was a key determinant in Odebrecht’s choice of clients. The company contacted clients that satisfied the prerequisites of the corporation, one of them being countries that the Brazilian government was friendly with relationship. In addition to the Brazilian government, national partnerships affected internationalization for they strengthen the company, giving it more power to enter new international markets. The preoccupation of the managers with the consolidation of the organizational culture since the foundation of the company was evidenced. Regarding technology, Odebrecht used it not only in the operations directly related to the final product, but also in adopting technology in management, known as OMT, which propelled the growth of the company. The empirical data corroborated the initial theoretical conception as it confirmed the existence of the six dimensions. The intermittence of the dimensions is a reality in the process of internationalization; no new categories appeared in the data. Lastly, an aspect that should be investigated in future studies is if it is really possible to mark the existence of events without the incidence of dimensions. Moreover, it is suggested that new studies investigate the dimensions from a quantitative perspective and examine how the interaction between the dimensions occurs and how this dynamic affects internationalization.
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Figure 8 – Incidence of the dimensions in the marking events of Odebrecht.
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