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Organizational Learning in International New Ventures


ABSTRACT
This paper is based on an ongoing systematic review about organizational learning in international new ventures. The main objective of this review is to clarify what we know about organizational learning among INVs. We investigate how organizational learning theory has been used in research on international new ventures and how it contributes to our knowledge about international new ventures. 25 articles have been included in the review and we have conducted a preliminary analysis on them. Our analysis reveals that the implications from the results to the INV theory are slim and that these studies lack rigor in the frameworks and methodologies applied. Based on these insights we suggest that there is a need for high-quality qualitative research that investigates organizational learning in international new ventures, so that we can understand in a better and more detailed fashion what there is on the background of these these rapidly internationalizing ventures.


INTRODUCTION
The role of INVs in international trade is continually growing (Zahra, 2005) and it has been noticed a long time ago that the traditional business models can’t anymore explain rapidly these internationalizing ventures (McDougall, Shane & Oviatt, 1994). There are numerous insights why these organizations are able to internationalize in such a rapid manner, but one of the most promising observation is the knowledge intensity that these organizations possess (Autio, Sapienza & Almeida, 2000).
Internationalization requires an active organizational learning process (Bingham, Eisenhardt & Davis, 2007; Ruigrok & Wagner, 2003) that mixes the prior internationalization experience (Brennan & Garvey, 2009), with the firm’s capability to unify the new knowledge with the prior (Casillas, Moreno, Acedo, Gallego & Ramos, 2009) and their adaptability to act in dynamic environments (Autio, Sapienza & Almeida, 2000; Zahra, 2012; Santos-Vijande, Lopez-Sanchez & Trespalacios, 2012).
The aim of this work-in-process review is to conduct a systematic review of 25 scientific articles to clarify what we know about organizational learning in international new ventures (INVs). The paper starts with a literature review where the most important insights related to the phenomenon will be presented. This is followed by a work-in-process analysis of the dataset and preliminary conclusions. Our analysis reveals that the implications from the results to the INV theory are slim and that these studies lack of rigor in the frameworks and methodologies used.

LITERATURE REVIEW
In the following literature review part, we will discuss first about INV theory in general and then present the perspectives that are crucial in INV emergence (Andersson, 2011; Evangelista, 2005; Zahra, 2005). These perspectives are pre-launch activities, networks and knowledge and learning. On the background of the pre-launch insight there is the observation that INV founders have been found to be much more experienced than domestic organizations (Spence, Orser & Riding, 2011) and that this experience affects their internationalization (Baum, Schwens & Kabst, 2011). INVs have also a strong tendency to use networks to overcome the challenges of internationalization (Mainela & Puhakka, 2011). Last but not least, is the knowledge intensive nature of INVs (Autio, Sapienza & Almeida, 2000; Zahra, 2005), that is an important viewpoint when investigating the phenomenon.
International New Venture Theory
The international new venture theory is in the very heart of IE study and it investigates newly established ventures that are able to internationalize straight from their inception or soon after it, namely the international new ventures (INVs) or born globals (BGs) (McDougall-Covin, Jones & Serapio, 2014). The reason why these organizations can perform in such a way can be roughly categorized to external factors e.g. decreased transportation costs or faster communication technologies (McDougall-Covin, Jones & Serapio, 2014) and internal factors e.g. resource availability, strategic decisions and to the nature of product or service (Aspelund, Madsen & Moen, 2007).
There is no single definition for an INV. However, the literature provides the scholars with various insights to define an INV and these viewpoints will be discussed below. To begin, there are two main elements in the definition of an INV. First, the international activities of these organizations must start from their inception or close to it (Hennart, 2014; McDougall, Shane & Oviatt, 1994; Oviatt & McDougall, 1994). Second, these organizations need to be newly founded (Fernhaber & McDougall & Oviatt, 2007). Furthermore, a very common criterion for an INV is that an organization needs to have at least 25 per cent of international sales within three years from the foundation (Gabrielson & Gabrielson, 2013). Also, these organizations need to be less than six years “old” (Fernhaber & McDougall & Oviatt, 2007), because the new organizations are believed to internationalize faster than their older equivalents (Autio, Sapienza & Almeida, 2000).
Research on INVs explains in principle how it is possible for the new ventures to internationalize straight from their inception or shortly after it (Hennart, 2014; McDougall-Covin et. al, 2014; McDougall, Shane & Oviatt, 1994; Oviatt & McDougall, 1994; Schwens & Kabst, 2011). This is explained e.g. by the activities prior to business foundation or by other proactive internationalization methods that these organizations possess (Pettersen & Tobiassen, 2012; Schwens & Kabst, 2011). In the following section, the role of prior activities, networks and knowledge and learning advantages in emergence of INVs will be discussed. 

Pre-launch
The pre-launch activities plays a major part in the INV research. This is due to numerous insights in the research that activities prior to INV formation have an influence on these organizations. When compared to the domestic ventures, the INVs founders have been found to be more experienced (Spence, Orser & Riding, 2011), which is in most cases related to their international experience (McDougall, Oviatt & Shrader, 2003; Spence, Orser & Riding, 2011). Prior international experience has been e.g. found to motivate the INV establishment (Evangelista, 2005), speed up the opportunity realization (Mainela & Puhakka, 2011), improve the succession of global start-ups in the international markets (Baum, Schwens & Kabst, 2011) and to increase the scope and scale of international operations (Baum, Schwens & Kabst, 2011). The experience of the related field (Gabrielsson & Gabrielsson, 2013) and technology have also been studied and found to have impact, e.g. for opportunity recognition and realization (Voudouris, Dimitratos & Salavou, 2011).
The importance of prior activities has been recognized even in the traditional internationalization theories, where it has been presented that behind the rapid internationalization process, there is set of prior experience or knowledge and relationships, which have been established well before the official foundation (Johanson & Vahlne, 2009). The same story goes on in the INV research, where it has been found that the legitimation process of the firm can start already before the legal foundation, when the entrepreneur identifies the international business opportunity (Turcan, 2013). This study agrees with the idea that we need to include the time before the legal foundation to be able to explain these rapidly internationalizing ventures (Weerawardena, Mort, Liesch & Knight, 2007).

Networks
Networks have also had an important role in understanding the phenomenon of INVs and their unique features (Andersson, 2011; Chandra, Styles & Wilkinson, 2012; Evangelista, 2005). Traditionally, networks have been considered as an important resource for INVs (Coviello & Cox 2006). In comparison to more traditional industrial firms, those of INVs stand out, especially in relation to their opportunity driven nature (Mainela & Puhakka, 2011). INVs move in on networks, before anything, in order to overcome the challenge of credibility in foreign markets, whereby the network partners inevitably become involved in the opportunity development straight from the beginning (Mainela & Puhakka, 2011). In this way networks steer INV internationalization geographically, even in distant markets (Chandra, Styles & Wilkinson 2012; Johanson & Vahlne, 2009). Networks are used especially to increase the knowledge base of INVs (Sasi & Aurenius, 2008) where foreign market knowledge, business contacts or distribution channels all increase the speed of internationalization of SMEs (Tang, 2011).

Knowledge and learning
The strengths of intangible resources are on the whole a significant feature for INVs (Zahra, 2005; Zahra, Matherne & Carleton, 2003). These resources are often referred in the literature as knowledge or human based strengths (Autio, George & Alexy, 2011; Oviatt & McDougall, 1994) that provide flexibility to these organizations, such as in technology development, where product or service can be adjusted to the requirements of foreign markets (Autio, George & Alexy, 2011). The knowledge-based strengths are not alone sufficient to explain the rapid internationalization, even though the tricks learned earlier can be useful when facing uncertain situations in international markets (Zheng, Khavul & Crockett, 2012), there’s only a limited set of these maneuvers and sooner or later INVs need to start to learn new (Prashantham & Floyd, 2012).
INVs are considered particularly as an effective learners (learning advantage of newness), something that refers to their flexible learning practices that enables growth in international markets (Autio, Sapienza & Almeida, 2000; Zahra, 2005). Internationalization requires an active organizational learning process (Bingham, Eisenhardt & Davis, 2007; Ruigrok & Wagner 2003) that mixes the prior internationalization experience (Brennan & Garvey, 2009), with the firm’s capability to unify the new knowledge with the prior (Casillas, Moreno, Acedo, Gallego & Ramos, 2009) and their adaptability to act in dynamic environments (Autio, Sapienza & Almeida, 2000; Zahra, 2012; Santos-Vijande, Lopez-Sanchez & Trespalacios, 2012). Learning as a function is basically about knowledge creation and exploitation (Zahra, 2012) and the quality of the learning tells pretty much how well INVs discover the business opportunities from the knowledge flow (Franco & Haase, 2009).
This study has the premise that the use of organizational learning (OL) has clear advantages in the INV setting. First, the OL theory has been used previously in the business setting, e.g. to measure the performance of the organizations (Bapuji & Crossan, 2004; Jimenez-Jimenez & Sanz-Valle, 2011) which is quite essential part of the INV research as well. Second, with the OL theory, we can investigate the learning of the firm comprehensively as a bottom-to-up multilevel process (Easterby-Smith & Lyles, 2011) where knowledge is created by individuals through a continuous dialogue between tacit and explicit knowledge that is finally processed at the organizational level (Nonaka, 1994). This dynamic and multilevel learning process can be studied more closely with the Crossan’s, Lane’s and White’s (1999) perspective of 4I’s. According to this view, organizational learning happens at individual, group and organizational levels, where the information is distributed and instilled by intuiting, interpreting, integrating and institutionalizing processes (Crossan, Lane & White 1999). Third but not least, is the fact that the role of experience-based learning is an essential part of OL research (Argote & Miron-Spektor, 2011), that allows us to include the investigation of prior activities to our study.

METHODOLOGY
This study follows the principles of systematic review by Tranfield, Denyer & Smart (2003). According to Tranfield et al. (2003) the first task in this process is to define the research question for the review, which is in our case the following:
How has the organizational learning theory been applied in international new venture research?
The review article process started with the identification of relevant keywords that were chosen from the INV literature and used in different combinations: international new venture, born global, organizational learning, learning, knowledge and experience. The articles were searched from the following databases: Inderscience, Business Source Elite (EBSCO), Emerald, Informaworld, JSTOR, SAGE Journals Online, Science Direct (Elsevier), Springerlink, ISI Web of Science, ABI Inform Complete, SCOPUS and Primo Central Index.
The inclusion criteria for the review were that the selected article had to be peer-reviewed, full-text, published scholarly journal, English and published between 1994 and 2014. There were total of 25 articles that matched this criteria. The articles included in the review can be found in Table 1 and Table 2 below. In the next chapter, we present the results gathered so far in the review process.
----Insert Table 1 and Table 2 about here----
FINDINGS
Theories, concepts and methodologies applied in the articles analyzed
Most of the articles analyzed were published in the field of international business (n=8), followed by entrepreneurship (n=7), management (n=4), international entrepreneurship (n=3), marketing (n=1), strategic management (n=1) and undefined field (n=1). The average year of the publications was 2010 and the peak (n=6) of publications was in 2011.
The most popular theoretical approach for internationalization of these studies was the combination of international business and international entrepreneurship theories (n=15), followed by international entrepreneurship- (n=7), no theory at all (n=4), entrepreneurship- (n=3) and international business (n=2) theories. We also investigated the approaches in more detail and found that the most common way to investigate the internationalization was the resource-based view (n=6), followed by dynamic capabilities- (n=4), knowledge-based- (n=2) and networking view (n=1). Still, majority (n=15) did not use any of these previously mentioned approaches.
Interestingly, there were (n=13) studies that did not have any definition for an INV, even though that was the investigated organization type. The remaining followed (n=5) Knight et al. (2004) and (n=3) Oviatt & McDougall (1994) in their definitions or used (n=5) years or/and percentages of foreign sales to define INV. There were also a group (n=4) that used some other definition for INVs. The authors have defined an INV for example in the following manners:
“Consequently, to be categorised as true born globals in our study, firms should (1) have started their foreign operations within 3 years of inception, and (2) have derived at least 25% of their turnover from outside their home market within 3 years. We found that 12.5% of the firms in our sample met these criteria” (Jantunen, Nummela, Puumalainen & Saarenketo, 2008, p. 164).
[bookmark: _GoBack]“The operational definition of the INV used in this study was that each firm began exporting within the first three years of operation and had at least 25% of sales income derived from exporting” (Evers, Andersson & Hannibal 2012, p. 52).
The methodology part of the review revealed that the majority (n=19) of the studies were quantitative and there were (n=7) qualitative- and (n=2) mixed methods articles. The most common data collection method was a survey (n=14), then interview (n=7), combination of survey and interview (n=5) and secondary data or database (n=2). Also, it is necessary to mention that majority of these articles were cross-sectional (n=19) where only (n=4) was longitudinal and in the case of (n=5) articles we couldn’t identify what timeframe were used in the study.
We have managed so far to categorize two main types of studies from the material, dividing them by how they use the organizational learning theory (see Tables 1 - 2). The first group (n=12) uses the organizational learning just in their framework and the second group (n=13) use OL in both framework and methodology e.g. in hypothesis formation or in propositions. There were also a group of (n=3) studies that use OL only in the methodology part.
The first issue that arises from the comparison of these two groups, is the differences in the aims. These groups differ by their objectives, as the first group (OL used in framework) stands out especially by their focus on knowledge- or learning related issues (n=5) and issues related to the prior activities (n=3). The second group (OL used in the framework and methodology) on the other hand is more interested on networks (n=4) and capabilities (n=3).
However, the aims in these both groups do not reflect their delivery and they offer mainly performance related conclusions. In the first group (OL used in the framework), the conclusions that could be categorized were spread to learning or knowledge- (n=3), performance- (n=2) and (n=2) success related issues. Based on these conclusions, it seems that prior experience, domestic activity and networks affect the learning of an INV. Also, these results tell that there are a set of capabilities, innovative features and learning that allows INVs to perform effectively. The second group’s (OL used in the framework and methodology) conclusions were much more ambiguous. The clear majority (n=7) of the studies had results about the performance aspect and there were also a few (n=3) that had knowledge or learning implications. Based on second group’s conclusions, it can be presented that networks, early internationalization, organizational capabilities, strategic orientations and learning are factors behind the international performance and growth of INVs. In addition, the learning of INVs seems to be affected by experience, networks and organizational capabilities of INVs. The performance dominance in the second group might be caused by the fact that all of them used a quantitative- or a mixed methods.

CONCLUSION
The use of organizational learning theory in international new venture research is quite modest. Those few that use this approach are quite a colorful bunch, where international business and international entrepreneurship theories have been mixed together. Based on the results of the INV and organizational learning review, we know that prior experience and networks influence the learning of INVs and that this learning boosts the internationalization activity of these organizations. Still, we don’t know what really contributes to this learning and what its effect on the INV formation is. 
On the basis of our review, we can argue that there is space for several new studies on the phenomenon of organizational learning among INVs, since very little is known about it currently. None of the articles included in this review had a clear objective to investigate the organizational learning in INVs. Still, there were clear indications that learning and knowledge had effect on INV internationalization. All kinds of studies are needed, but especially qualitative studies increasing our understanding about what really takes place among INVs when they learn, are needed. For instance, we do not have studies tackling how managers and entrepreneurs in these organizations learn and if and to which extent the four processes of learning on three levels introduced by Crossan et al. (1999) help in understanding learning in them.
The processes of intuiting and interpreting are the cores of individual level learning (Crossan et al., 1999). Intuiting and interpreting are attributes that an organization cannot undertake, but individuals do all the time, although sometimes within a group or an organizational context. Intuiting includes the experiences, images and metaphors of an individual in relation to something they experiences. Interpreting consists of refining and developing individual insights. (Crossan et al., 1999.) When these experiences are discussed and developed together with other group members, the process of interpreting blends into the integrating process, typically taking place on a group level: the work groups for instance make judgements about which actions to replicate. It would also be interesting to see whether the process of institutionalizing, an organizational-level process related to for example organizational routines (Crossan et al., 1999) is valid for INVs.
In addition, we know that learning in INVs is affected by prior activities and experiences and networks. This in mind, we suggest that future studies should investigate INVs through organizational learning theory. This allows us to investigate the central function of INVs and most importantly to discover the antecedents behind these organizations.
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Table 1. Articles that used organizational learning in framework. N=12
	Author (Year)
	Theories
	Quantitative
	Qualitative
	Main findings

	Blomstermo; Eriksson; Sharma (2004)
	IB
	x
	
	Prior domestic activity affect the accumulation of experiential knowledge; too long domestic activity makes it harder to adapt for the international environment

	Evers; Andersson; Hannibal (2012)
	IE
	
	x
	Different networks can influence the learning processes of the firm that determine the dynamic marketing capabilities of the firm

	Hessels ; Stel (2011)
	IB, IE
	x
	
	The international entrepreneurship has a positive impact on the economic/macro growth

	Karra; Phillips; Tracey (2008)
	IE, ENTR
	
	x
	Three types of entrepreneurial capabilities (international opportunity identification, institutional bridging and a capacity for cross-cultural collaboration) affect the successful international entrepreneurship; experience, skills and the networks of the founder enables firms to be BGs 

	Knight; Cavusgil (2004)
	IB, IE
	x
	
	The innovative nature of BGs develops the types of knowledge, which drives the development of organizational capabilities that support early internationalization and superior performance

	Nordman; Melén (2008)
	IB, IE
	
	x
	Founder/manager different combinations of techno/international knowledge have impact on the firm behavior in discovering foreign market opportunities

	Odorici; Presutti (2013)
	IE
	
	x
	Found significant differences between habitual and novice BG entrepreneurs

	Saarenketo; Puumalainen; Kuivalainen; Kyläheiko (2004)
	IB
	x
	
	Some knowledge-related determinants have a significant effects on the dynamics of internationalization

	Hånell; Nordman; Sharma (2014)
	IB, IE
	
	x
	EO changes during the internationalization; Strong EO is not always able to guarantee success in the later stages of internationalization; previously acquired knowledge or experience is not enough so INVs need firm-specific foreign market knowledge accumulation; knowledge development of an INV is a demanding process that can't be rushed by employing new staff

	Sardana; Scott-Kemmis  (2010)
	ENTR
	x
	
	Prior experience shape the entrepreneurial learning

	Voudouris; Dimitratos; Salavou (2011)
	IE
	
	x
	Entrepreneurial learning is a process that starts at the individual level and progressively encompasses the whole organization and its networks; the entrepreneurial learning process is affected by the industry, techno, and international learning orientations in which it operates and these are affected by the entrepreneurial team industry, techno and international learning; the learning orientation defines the business scope and affects to the opportunity discovery

	Zhang; Tansuhaj; Mccullough (2009)
	IB, IE
	x
	
	International entrepreneurial capability distinguishes the BG from traditional exporters; there are five dimensions of entrepreneurial capability: international learning capability, int. Marketing capability, int. Networking capability, innovative/risk taking capability and international experience; international entrepreneurial capability has a positive effect on global performance




Table 2. Articles that used organizational learning in framework and methodology. N=13
	Author (Year)
	Theories
	Quantitative
	Qualitative
	Main findings

	Autio; Sapienza; Almeida (2000)
	None
	x
	
	Knowledge and learning determines international growth; the more earlier internationalization the more rapid international growth; the flexibility (learning advantage of newness) of new firms allow them to learn competencies for international growth

	Jantunen; Nummela; Puumalainen; Saarenketo (2008)
	IB, IE
	x
	
	Strategic orientations affect the international performance; strategic orientation and international performance is moderated by international growth strategy

	Khavul; Pérez-Nordtvedt; Wood (2010)
	IE
	x
	
	Organizational entrainment (synchronization of activities with most customers abroad) is a critical determinant of degree and scope of internationalization and INV performance

	Kungwansupaphan; Siengthai (2014)
	IB, IE
	x
	
	Positive effect of international business skills (work experience, networks, marketing expertise) to international business knowledge; international business knowledge has positive effect to entrepreneurial- and managerial competence; entrepreneurial competence has positive effect on managerial competence; entrepreneurial- and managerial competence have positive effect on learning orientation

	Prashantham; Dhanaraj (2014)
	None
	x
	x
	There is a positive relationship between local MNE ties and INV internationalization capability; there is a negative relationship between small firms and internationalization capability

	Ripollés; Blesa (2012)
	IB, IE
	x
	
	Marketing capabilities improve the international performance of INVs and enable them to opt for higher order entry modes in foreign markets

	Schwens; Kabst (2011)
	IB, IE
	x
	
	Technological firms (INVs) internationalize in proactive manner but in a systematic way

	Tang (2011)
	IB, IE
	x
	
	Resource gathered from networks are not always beneficial for the internationalization; availability of foreign business resources is positively associated with the rapid internationalization; general organizational resources indicate negative association

	Veilleux; Haskell; Pons (2012)
	IB, IE
	
	x
	Support the different roles of organizational actors in international alliance formation, which is often a combination of planning and opportunity management; there is a weak administrative routines in the organizational learning from the networks

	Weerawardena; Mort; Salunke; Knight; Liesch. (2014)
	None
	x
	x
	Found the presence of an assortment of dynamic capabilities that includes learning capabilities aimed at creating multiple types of knowledge and a marketing capability, built and nurtured by visionary founders in their quest for international market entry; the organizational subsystems framework facilitates examining the complex interplay of these capabilities in their contribution to innovation and subsequently to early internationalization

	Wu; Hsu (2013)
	IB, IE
	x
	
	INVs in later stage have higher degree of internationalization and they emphasize more their foreign operations than early stage INVs; Life cycle changes the networking = later life cycle means larger size of the network; INVs exhibit different features in different stages of life cycle

	Zhou; Wu (2014)
	IE
	x
	
	Earliness of internationalization positively affects the firm performance in the terms of sales growth; the performance advantage of early internationalization becomes obsolete as ventures mature

	Zhou; Wu; Barnes (2012)
	IB, IE
	x
	
	Early internationalization impact international growth through marketing capabilities
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