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Abstract 
The internationalization of firms, especially among SMEs, represents big 
challenges that must be addressed. For this thesis, the internationalization 
process of the Swedish company Big Image Systems AB is studied. The 
purpose of the thesis is to generate a theoretical model to satisfactorily describe 
and explain the internationalization process of Big Image Systems AB. The 
case study methodology is our research strategy  for this qualitative study. 
Based on theories about SMEs and internationalization, and after exhaustive 
analysis and selection, we developed an internationalization model for Big 
Image. The so called Big Image Model considers the dimensions of 
internationalization developed by Welch and Luostarinen (1998) and the 
entrepreneurial perspective by Andersson (2001) to satisfactorily describe and 
explain the important factors involved in the process. We observe that the 
entrepreneur plays a central role towards internationalization, and that 
theoretical guidance can make SMEs learn from their own experiences and, as 
a consequence, progress. 
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1 Introduction 
 In this chapter the background of our investigation, the purpose,  

expected contributions, and the research questions can be found. In the 

background the driving force of this thesis is discussed. Right after the 

background, the purpose of the study is presented, followed by the research 

questions and expected contributions. 

 

1.1 Background 

Learning from mistakes is a vital part of business progress (Buckley, 
1989). We’d like to start the introductory discussion of our master’s thesis by 
reasoning Buckley’s previous affirmation. Learning from mistakes, but to 
which extent are small and medium-sized enterprises (SMEs) allowed to make 
mistakes in a more and more global competition? Here, is where the 
importance of theoretical guidance to smaller firms is further amplified, 
because of SMEs’ relatively low capacity to absorb the risk of conducting 
experimentation in riskier and competitive international markets (Etemad, 
2004). Proper guidance might make SMEs to reduce risks and try to avoid 
mistakes but we also consider that well structured theory into theoretical 
frameworks means a way SMEs may approach to learn from their own 
mistakes and, as a consequence, progress. Now, questions related to the 
internationalization of many established firms seems to have passed from the 
yes or no to go international to more complicated statements within the study 
field. As stated by Daft (2004), as recently as twenty years ago, many 
companies could afford to ignore the international environment: today’s 
companies must think globally or get left behind. Therefore, it is interesting for 
us to consider that internationalization is an implicit strategy to many SMEs 
that want to grow and survive. Etemad (2004) argues that regardless of size, 
firms are forced to compete side-by-side and must now become at least 
regionally, if not globally, competitive to survive in the exceedingly 
competitive interlinked markets. The extraordinary advancements in 
communications, technology, and transportation have created a new, highly 
competitive landscape (Daft, 2004). This competitive landscape can hardly be 
avoided, as explained by Etemad (2004), even if firms decide to refrain from 
entering international markets and compete in other blocs that are home 
markets to their respective national firms, globally competitive firms may enter 
their home market. Based on the discussion above, we can affirm that the 
internationalization of firms, especially among SMEs, represents big challenges 
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that must be addressed. We also consider that internationalization is an 
unavoidable process companies should think of. 

 

Our study is focused on the internationalization process of Big Image 
Systems AB. The firm is family-owned and works with production and 
marketing of large images printed on fabric and other flexible materials, using 
unique technology developed by the company and not found in any other firm 
worldwide (www.bigimage.se). 

The first time we met Werner Schäfer, owner and CEO of Big Image 
Systems International AB, and Johanna Schäfer, Deputy CEO, to discuss the 
content and expectations of our study, the internationalization of the company 
was not a question of yes or no. It has passed a considerable period of time 
since the company started actively to carry out international activities, but at 
the present a general panorama of a possible pattern or behavior of 
internationalization of the firm was not clear at all. How has Big Image gone 
international? This question implies many other questions related to motives or 
reasons for internationalization, as well as entry markets modes, market 
selection and type of products and services offered, among others. An 
important implication turning out, as well, was the possibility to make a 
reflection about the firm’s past international behavior. We agree with Carlson’s 
(1979) conviction that without some knowledge of what has happened in the 
past, we cannot understand what is going on at the present. That’s why when 
meeting the managers of Big Image for the first time a call for understanding 
the international past was popping up.  

 Some additional Big Image’s inquires were: How are the big Swedish 
companies doing it (going international)? Who have been successful? Why? Is 
it possible to follow a certain applicable model for small companies like Big 
Image? The last set of questions showed the interest the company had on firms’ 
internationalization theory. Through the development of theoretical 
frameworks, for example, the structuring and understanding of an 
internationalization process may be achieved, and satisfactory observations and 
conclusions might be obtained, helping the company to answer the above stated 
questions by itself. Big Image also showed interest in the capacity of big firms 
to “assembly” a sort of company’s package, ready to be installed in many 
locations worldwide. The managers took the Swedish furniture producer IKEA 
as an example. They mentioned the ability of IKEA to install facilities 
wherever it likes because of it’s clear internationalization process that shows 
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the way to go and what is needed and important for the company abroad. For 
Big Image – summarizing at this point – a way to carry out an appropriate 
internationalization process was the basic inquiry over the table at the head 
facility in Stockholm.  

 As previously mentioned, the international activities for Big Image were 
not extraneous experiences. Dealing with foreign suppliers, exporting to 
different countries and running a facility abroad are examples of common daily 
activities. Going international for Big Image could be seen as a question of how 
to best continue the expansion of the firm. Thus, we thought that a space for 
reflection was needed first. No effort would be valuable for the future without 
the understanding of its own past. For this reason, we conclude that Big Image 
is looking for some theoretical guidance that can help them to structure an 
interpretation of the past and current internationalization process, and get some 
recommendations for the future based on that theoretical guidance.  
 

1.2 Purpose 

For this thesis work the internationalization process of the Swedish 
company Big Image Systems AB is studied.  

 
The purpose of this thesis is to generate a theoretical model to 

satisfactorily describe and explain the internationalization process of Big 

Image Systems AB. 
 

1.3 Research Questions 
 

� How has Big Image’s internationalization process developed until now? 

 
� To what extent were the dimensions of internationalization of the Big 

Image Model  considered during the internationalization process of the 

firm? 

 
 
As we present in chapter 2 (Frame of reference), the theoretical model 

was generated within the process approach current of research of 
internationalization. Therefore, the model developed – the so called Big Image 

Model – has the Uppsala Internationalization Model (Johanson and Vahlne, 
1977) as primary guidance, with the conception of internationalization as a 
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gradual-evolutionary process followed by the firm. Additionally, the Big Image 
Model considered the dimensions of internationalization developed by Welch 
and Luostarinen (1998) and the entrepreneurial perspective by Andersson 
(2001) to satisfactorily describe and explain the important factors involved in 
the process.  

 For the moment, it is enough with the presentation of the research 
questions. We’ll retake our two research questions in detail in chapter 3 (Task 

Specification). 
 

1.4 Expected contributions 

Firstly, a theoretical understanding of Big Image’s international process 
will be developed, making a conceptual-framework contribution based on 
theories of internationalization and the company’s internationalization process. 
 

Secondly, the thesis will make a descriptive, empirical contribution to 
Big Image’s internationalization field, hoping that the description will be of 
interest to Big Image management.  
 

Thirdly, the thesis is also aimed at contributing to engross the 
understanding of the internationalization process of Swedish small and 
medium-sized enterprises (SMEs). This because during this thesis work we are 
interested in understanding the international behavior of a Swedish SME: Big 
Image Systems AB. 
 

Lastly, this empirical study will serve as a starting point and base for the 
direction of further Big Image’s studies about its internationalization process.  
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2 Frame of Reference 
In this chapter we discuss the theoretical framework our study is based 

on. The theories mainly deal with the concepts of entrepreneurship and the 

internationalization process of the firm.  
 

2.1 Definitions 

In this section we are going to explain some of the basic terms that are 

used during the unfolding of our thesis. Our intention is to clarify what we 

mean when mentioning these terms throughout our study. 
 

Internationalization 
 Literature is vast when it comes to define the concept of 
internationalization. All the references we read about the internationalization of 
organizations included by default the definition of this concept. We realized 
that a general agreement turned out among researches, and actually the 
impression was that the same definition was taken over and over again. 
Andersson (2000), for instance, took the internationalization definition of 
Welch and Luostarinen, and so did we. Therefore, in the present thesis work we 
define internationalization as the process of increasing involvement in 

international operations (Andersson, 2000). 
We liked this definition because it suggests and reveals the increased 

involvement of many firms in the nowadays international arena. Petersen, 
Pedersen and Sharma (2001), for instance, explained that as a result of the 
globalization of industries, domestic firms can be subject to an increased 
pressure to internationalize rapidly in order to repel attacks from global 
competitors. The same authors ended their argumentation by emphasizing that 
these domestic firms are driven into an internationalization process even 
though they lack knowledge about international ventures. This idea can be 
aligned with the Johanson and Wiedersheim-Paul’s (1975) assumption that a 
firm develops in the domestic market, and the internationalization is the 
consequence of a series of incremental decisions.  
 

International Operations or Activities  
The definition of internationalization above requests the definition of 

international operations or activities. The question to answer here is what does 
international activities mean? We answer the last question using Agndal’s 
conclusion:  
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 Internationalization activities are different from domestic activities because they 
entail exchange between firms located in different countries. 

(Agndal, 2004, p. 2) 
 

 The same author, extended the last definition writing that these 
exchange activities can include buying (import) and selling (export), as well as 
distribution, production, research and development (R&D). 

 
Physical Distance and Psychic Distance 

In the same line and making allusion to Agndal’s reasoning, exchange 
between firms located in different countries means that international activities 
take place between actors separated by greater geographic and cultural 
distance. Commonly, this is expressed as physical and psychic distance 
(Agndal, 2004). At this point, Agndal mentioned Hörnell, Vahle and 
Widersheim-Paul, to integrate a definition of physical distance. Physical 
distance concerns a variety of factors that impact exchange of products, 
services and money between countries, such as transportation times and costs, 
time differences, climate and infrastructure (Agndal, 2004).  

 
For defining psychic distance we transcript the definition stated in 

Agndal’s study: 
Typically, the concept is focused around business customs, language, 

religion, the way society is structured, politics, legislation and values and 
attitudes regarding work, achievement, wealth and science. If two countries (or 
cultures) exhibit great similarities in regard to these factors, psychic distance is 
considered as being low, psychic distance increasing with increasing 
differences.  

(Agndal, 2004, p. 2) 
 

The two concepts described above were of common use in the literature 
read during this thesis. After having read many internationalization papers, we 
decided to utilize the whole Agndal’s development of them because of the 
freshness of his study. The focus of his study on small and medium-sized 
enterprises (SMEs) were also taken in consideration for the definition and 
explanation of  some more concepts in this chapter.  
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Small and medium-sized enterprises (SMEs) 
We consider the new SME definition of the European Commission, 

which took effect on 2005, as the SMEs definition of our study. We based the 
definition on the staff headcount only. As a result we have that: 
 

The category of micro, small and medium-sized enterprises (SMEs) 
consists of enterprises which employ fewer than 250 persons. Within this 
category: small enterprises are defined as enterprises which employ fewer than 
50 persons, and micro enterprises are defined as enterprises which employ 
fewer than 10 persons. 

(European Commission; The new SME definition –  

User guide and model declaration, 2003;  p.13-14) 
 
 In our case, Big Image, with 64 employees, falls in the category of 
Medium-sized enterprise; less than 250 employees. 

 
Entrepreneurship 
 Entrepreneurship is a pillar concept that needs to be defined clearly in 
this section due to its further role in this thesis work. According to Andersson 
(2000), the 1934s Schumpeter’s entrepreneurial concept is still broader than 
many later concepts. Influenced by this concept – that covers among other 
aspects the introduction of new products, new production methods, opening of 
new markets, the carrying out of a new organization in an industry – Andersson 
elaborated a list of characteristics that helps to understand the meaning of 
entrepreneurship utilized in his and as a consequence in our thesis. 
Entrepreneurship is viewed as:   

 
� Ability to see new combinations. 
� A will to act and to develop these new combinations. 
� Acting in accordance with own visions is more important than rational 

calculations. 
� Ability to convince others to invest in the entrepreneurial projects. 
� Timing. 

(Andersson, 2000; p. 245) 
 

It is called entrepreneur the person or group of persons who carry out the 
entrepreneurial actions showed above. Due to the nature of the company under 
study in this thesis – family-owned, medium-sized firm, it could be possible 
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that what is called entrepreneur is defined as a person and focus of 
entrepreneurship as an entrepreneurial function is not worth at all. 
 

Foreign Direct Investment (FDI) 
In our study, we will refer to foreign direct investment (FDI) as the 

investment in firm’s establishments located in different countries. These 
establishments can take different forms, a subsidiary is a good example of one 
form. FDI, for example, in countries like Sweden have primarily the form of 
acquisitions – destined to expand production, sales and R&D units located 
across a set of countries (Johansson and Lööf, 2005). The reasons why firms 
decide to invest abroad won’t be discussed at this point. But, making an effort 
to clarify more the concept of FDI, Johansson and Lööf (2005) made reference 
of Dunning who suggests that a multi-location firm has specific assets that 
gives it an advantage over potential competitors in a given region. Hence, the 
authors point out, that’s why it has to be justified that the location of a 
subsidiary in a given region provides certain advantage that otherwise wouldn’t 
be obtained if the firm exports from a “home location”. 
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2.2 Motives of internationalization of SMEs 

In this section we present pressing forces the SMEs may experience 

towards internationalization. Some of them are related to environmental 

influences like the globalization of the industry, the advances in technological 

communications, among others. Other pressures are related to the driving 

forces inside small firms towards internationalization; in our case we focus 

only on the entrepreneur’s role and influence. We start writing about SMEs 

and their importance in economical growth. In this starting point we highlight 

the increased attention researchers and policymakers have paid to SMEs 

because, among other things, they create the majority of new jobs. 
 

2.2.1 SMEs and Growth 

 The importance of SMEs as generators of innovation and growth – 
economic development – has been heightened by many researchers. Giant 
companies are “built for optimization, not innovation” (Daft, 2004). Delmar 
(2000) has observed that during the last decade, the role of SMEs has received 
more and more attention from both policymakers and researchers. The reason 
of this, according to him, is simple: SMEs create a majority of new jobs. For 
example, in Germany 68% of all employees work in SMEs, which shows that 
they are a main economic factor (Institut für Mittelstandsforschung, 1998). 
European governments, according to Farhang (2001), partly reflect their 
increasing attention towards SMEs in terms of more research. The same author 
makes use of Mulhern’s conclusion about the governmental concern for the 
role of small and medium-sized companies in the national economy as an 
instrument to further welfare, export, employment and international 
competitiveness. 
 More and more SMEs see the internationalization as a chance to grow. 
In Sweden, experts have claimed that incentives towards the starting up of new 
SMEs will best serve the national interest (Farhang, 2001). The starting up of 
new SMEs or the growing of the existing ones are important subjects over the 
table. We are more interested in understanding the growth of existing SMEs 
and the mechanisms they utilize for it. We assume that growth of small and 
medium-size firms can be driven by their international expansion. As stated 
above, and according to Delmar (2000), growing businesses bring themselves 
new employment opportunities and new innovations.  

Another aspect to consider is the competitiveness of SMEs. The crucial 
requirements for success in a global economy are responsiveness and flexibility 
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(Daft, 2004). These small companies quickly respond in a fast-changing 
environment, an aspect that the big or mega-corporations cannot face at the 
same velocity. Anyway, Daft (2004) maintains that the main goal is to grow, 
and that companies from all industries, it doesn’t matter which one, strive for 
growth to acquire the size and resources needed to compete. He stresses that 
competition takes place on a global scale, which goes in accordance with our 
line of thought of growing through internationalization. 
 Andersson, Gabrielsson, Wictor (2004) point out that small firms are 
becoming increasingly international and they seem to get into the international 
scene at a much earlier age than before. Therefore, the authors perceive more 
actively pursuing strategies that involve international activities inside the 
SMEs. These internationally active small firms also tend to grow faster than 
their domestic equivalents (Andersson et. al., 2004). But at this point, we can 
make a reflection pause and rethink about these growing SMEs mentioned 
above. We’d like to start by mentioning Daft (2004), who points out that small 
companies can be victims of their own success as they grow large: “the paradox 
is that the advantages of small companies sometimes enable them to succeed 
and, hence, grow large”. These advantages Daft is talking about are the high 
customer service level and flexibility – an ability to respond to a fast-changing 
environment that the small firms can reach. They can be better explained using 
a study made in USA that reports that “the faster-growing companies in 
America are small firms characterized by an emphasis on putting the customer 
first and being fast and flexible in responding to the environment” (Daft, 2004). 
So the reasoning here is that the perception of growing SMEs being equal to 
only good news, should be cautiously considered and managed because of the 
above mentioned paradox. Here, as a response to this situation, an interesting 
proposal turned out. Daft suggested that the solution could be the so called 
“big-company/small-company hybrid” which combines the large firm’s 
resources and scope with the small company’s simplicity and flexibility. But 
this organizational theory’s proposal won’t be discussed in our present study. 
We will discuss some managerial and organizational considerations later on at 
section 2.5 (Managing Internationalization).  
 The final reflection we want to make is referred to the dimension of 
growth of new starting-up SMEs. Are these SMEs really achieving a 
prosperous growth as many articles state? We couldn’t find many papers 
answering this question. A research focused on the role of the owner-manager 
in a business that has survived the environmental and organizational challenges 
of early life was used by Farhang (2001) to show that the growth of small firms 
is a really complicated issue:   
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 Despite the increasing interest of researchers in understanding the processes of small 
business development and growth, and “policy-makers” championing the cause of small 
business and allocating state financial incentives to start-up business, research evidence from 
Ireland and the U.K. suggest that despite generous state support high growth is the exception 
for SMEs. Research results have shown that growth in small firms has been restricted to a 
very small percentage: for every 100 start-ups, a decade later only 4 business will account for 
over half the surviving jobs created. 

(Farhang,2001, pp.2-3) 
 

Later on, in the present thesis, we’ll go more into detail about limitations 
and risks small and medium-sized enterprises find on their way towards 
internationalization. The final reflection showed above can be seen as an 
equilibrator with the purpose to avoid overestimations about the growing of 
SMEs. However, the central role SMEs play as pillars of growth has been 
manifested.   
 

2.2.2 Environment influences 

Environmental pressures for internationalization can be seen as those 
factors encouraging small companies to act in the international arena. The 
specific industry environment in which organizations operate can have an 
impact on the strategic direction of a firm (Andersson et. al., 2004). Research 
conducted by Andersson et. al. (2004) showed that an important factor 
influencing international activities of small firms is the dynamic and fast-
changing environment. It can be concluded from their results that specific 
industrial environment pushes small firms to go abroad. One explanation to this 
is that a dynamic and fast-changing environment may give firms the chance to 
pursue innovative strategies, and other parallel effects can be a greater pressure 
from competitors and technological progress. They made a distinction in their 
investigation, indicating that the forces initiating internationalization in small 
companies are different from those forces continuing small firms’ expansion. 
They found out that the first step towards internationalization is caused by the 
industrial environment and that the continuation of expansion is carried on by 
the experiences built up in the organization and a younger generation of CEOs. 
But the result we want to discuss is the one related to the environment 
surrounding small firms. The dynamism and fast-changing environment many 
authors talk about is in part produced by the improvements in information and 
communication technology. We can affirm that these improvements are linking 
markets over different regions and in many industries to be successful means to 
succeed not only in the local but in international markets. Managers – due to 
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better information advances – have a broader perception of doing business, and 
this perception of linked-international-markets can push her/his small company 
to go international. Also, and because of globalized industries, small companies 
have the necessity – or are pulled by the network of suppliers and costumers to 
which they belong – to go international to achieve economies of scope and 
survive. Daft (2004) points out that economies of scope refers to the number 
and variety of products and services a company offers, as well as the number 
and variety of regions and countries it serves. Economies of scope is clearly 
linked with the internationalization of the firms and with the reduction of 
psychic distance between the focal firm and the foreign markets. The same 
author explains that the positive effects of economies of scope can be reflected 
as the increase of company’s market power compared to competitors, because 
the company develops broad knowledge of the cultural, social, economic, and 
other factors that affect its customers in varied markets and the firms can 
provide specialized products and services to meet those needs. 

This dynamic fast-change environment means shorter planning horizons, 
rapidly changing expectations of the customers and quicker appearance of new 
competitors. Daft (2004) recognizes that with the unlimited access to 
information provided by the internet, customers are much better informed and 
much more demanding. In addition, he writes that electronic linking of 
suppliers, partners and customers is forcing companies to rethink their 
strategies – e.g. small companies trying to go international and reach 
economies of scope, as explained above. More and faster access to information 
is a key aspect for decision making locally and internationally. A major effect 
of the advances of information and communication technology is the greatly 
improved accessibility of information pertaining to international business 
conditions (Petersen, Pedersen, and Sharma, 2001). Specifically, internet has 
deserved special comments from authors like Daft (2004), who mentions that 
the growth of the internet and other information technologies is making it 
easier for small companies to act big. And a whole study linking internet and 
foreign market expansions of firms by Petersen, Welch and Liesch (2002) 
assumes three predicted scenarios related to the effects of internet on firms’ 
expansion. These three predictions argue that a firm could experiment a modest 
internet effect on foreign market expansion, a faster foreign market expansion 
or internet can cause rash foreign market expansion. However, these three 
predictions show extreme situations, and a firm should think about and allocate 
its situation with reserve, in a medium position.  
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 The main idea behind the importance internet can have as a tool to 
access new markets, lies in the consideration of information and knowledge as 
critical resources for the internationalization of the firm. These critical 
resources can be categorized in experiential and objective knowledge (Petersen, 
Welch and Liesch, 2002). The way firms can obtain and transmit experimental 
knowledge is through action. It is not easy to transcript formally and share with 
others. On the other hand, the authors mention that objective knowledge is 
acquired through standardized methods of collection and transmission of 
information. The internet have big potential for managing objective knowledge 
by firms. internet can be seen as a reducer of physical distance between 
markets and firms, but internet itself as a provider of experimental knowledge 
and reducer of psychic distance is questionable. Anyway, and to finish 
discussing internet as an agent of internationalization, firms might be cautious 
to internet as a means of penetrating markets. Logically firms need a careful 
planning of foreign market entry, so that the possibilities opened up by the 
internet do not cause firms to overreach their capabilities (Petersen, Welch and 
Liesch, 2002). 

As stated in the previous point, we know that small firms are related to 
innovation within different industrial sectors. SMEs focus on niche markets 
where they can have competitive chances and possibilities to survive. Industrial 
sectors that better suit SMEs are those characterised by fast-changing markets, 
low capital-intensity and small dependence on economies of scale (Farhang, 
2001). Andersson et. al. (2004), comment that it is difficult to have a clear view 
of the industrial environment of SMEs. This can be explained partly by the 
greater freedom of strategic choice the new technologies gave the companies, 
that is, strategic choices towards niches of markets. In consequence, one can 
find that the diversity and complexity of technology has lead to an explosion in 
the number of small technology-based firms, STBFs, in both Europe and USA 
(Farhang, 2001). One curious observation Andersson et. al. (2004) have made, 
is that innovative small companies try to create their own niches and, by doing 
this, they open spaces where they can act with an industrial ignorance. The last 
indicate that innovative small companies have, indeed, global focus and their 
establishment-industrial-knowledge is not limited at all. It seems that many 
innovative SMEs know how and where to compete in this business world, 
defined by Daft (2004), as the mega-corporations’ era. 
 Later on in this thesis, we’ll explain some of the limitations and risks 
SMEs face, but at the moment we want to keep the impression of SMEs 
tending to be innovative to survive. With this in mind, we also want to state 
again that dynamic environments are encouraging small companies to go 
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international because in dynamic environments there may be a lot of 
international opportunities emerging due to the inherent volatility of 
surroundings (Andersson et. al., 2004). 
 So far, we have treated SMEs’ dynamic fast-changing environment, 
innovative SMEs, STBFs, and information advances and their influence on the 
environment. But there are other environmental factors encouraging SMEs 
focused in niche markets to compete internationally:  

 
� Trade barriers have fallen over time to such an extent that international 

business is accessible increasingly to smaller domestic single-business 
firms. 

� Relaxed anti-trust enforcement and hostile takeovers have lead to break-
ups and leveraged buy-outs, resulting in more specialized firms that 
focus on their core business with a wider international reach. 

� More outsourcing to contain costs and to speed up innovation is 
resulting in firms performing fewer functions in-house and using fewer 
suppliers that are given worldwide supply responsibilities. 

(Farhang, 2001, 
p. 3) 

 SMEs industrial environment has been shown as a complex, dynamic, 
fast-changing environment that is interpreted by entrepreneurs within the 
companies. Based on entrepreneurs interpretation of the environment a series of 
decisions are taken related to the international activities of the firms.  
 In the next point, we discuss the entrepreneurial influence as an internal 
force pushing SMEs into international ventures. 
 

2.2.3 Entrepreneur stimuli 

In the previous point we mentioned that forces initiating 
internationalization of the firms and forces continuing their international 
expansion weren’t the same according to research on SMEs. Those carrying on 
the further expansion of the companies were identified by the researchers as a 
young generation of CEOs. As we can observe, the last indicate an influence of 
entrepreneurs continuing the internationalization of the firm from inside, this is, 
an entrepreneur stimuli. But this entrepreneurial influence on SMEs is present 
not only in the continuation of their expansion but also in the first initial 
decision of involvement with international ventures. Entrepreneurs do not only 
influence the international behavior of smaller firms, but also their total 
development (Andersson, 2000). There’s no doubt, according to literature, that 
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the entrepreneur is a crucial part of both the process of organising a new 
business and the process of expanding it (Delmar, 2000). From the beginning 
and during the development of small companies, different entrepreneurs 
influence international behavior in different directions (Andersson, 2001). 
Despite the importance of the entrepreneurial function, not many studies have 
explored the dynamism of the managerial role in translating innovation and 
niche technologies into domestic market growth and firm’s global expansion 
(Farhang, 2001). 

Because we are interested in small medium-size enterprises, the role of 
the owner-manager is assumed to be decisive in many aspects, being one of 
them the shaping of international process through time, which relevance, 
alleges Farhang (2001), have yet to be fully explored by researchers. Another 
author, Andersson (2000), also manifests that no comprehensive discussion by 
researchers about individual actors’ influence on the firm’s internationalization 
process has been done. Let’s remember that the entrepreneur – or group of 
entrepreneurs – in the present study is defined as the person who carries on 
entrepreneurial actions (see entrepreneurship definition in section 2.1), and that 
in most of SMEs’ cases, he or she is the same as the owner-manager. This 
individual actor interprets the environment and is able to perceive opportunities 
and she or he acts in consequence. Without the entrepreneur, 
internationalization wouldn’t begin – maybe it wouldn’t even be considered. 
The opportunities and environment pressures would be there, but they wouldn’t 
be acted on without the entrepreneurial stimuli. Even if we think about 
exporting, for instance, decisions are due to be taken. Andersson, Gabrielsson 
and Wictor (2004) comment a study in USA which shows that greater 
international work experience of top managers was strongly associated with 
greater participation in international new ventures. But before entrepreneurial 
research was taking its place, the discussion focused on the decision to 
internationalize or not. Even recently, individuals’ influence has concentrated 
on the early phases of the internationalization process (Andersson, 2000). The 
entrepreneurial factor, as we have shown, do not end at early stages of 
internationalization, it accompanies the whole development of it as long as 
possible. In small organizations, the accumulation of experience knowledge on 
internationalization means entrepreneurs experience. This is confirmed by 
Andersson et. al. (2004), whose results indicate that the experience SMEs built 
up during years, through their top managers, seems to be an important predictor 
of the international growth of small firms. This growth of small firms by the 
hand of the entrepreneur continues its way, according to the study, with the 
leadership of a younger generation of CEOs. The explanation the authors give 
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about this entrepreneurs’ age-factor is that the younger generation managers 
may have been much more exposed to the international arena because of the 
development in information technologies that reduce limits of time and space in 
the first place. Another explanation could be the internationalization of the 
education, which offers opportunities to enroll in schools in other countries. 
Indicators related to this internationalization of the student life can be reflected 
in the Erasmus Student Network (ESN). This organization, founded at the end 
of the 80s, has been fostering international mobility in Higher Education. ESN 
is found in and outside Europe, and as indicating at its website (www.esn.org), 
“the interest among students to spend part of their studies abroad is 
continuously increasing, representing the best opportunity to establish 
international contacts, have a valuable insight into different cultures and gain 
from an unforgettable experience”. But the basic assumption, then, is the 
exposure entrepreneurs may have with international environments, making 
them see the world as their marketplace and push for increased international 
activities (Andersson et. al., 2004). This line of thought goes in agreement with 
the internationalization process of the firm developed by Johanson and Vahlne 
(1977), whose Model of Knowledge Development and Increasing Foreign 
Market Commitments assumes that the gradual acquisition, integration, and use 
of knowledge about foreign markets and operations successively increases 
commitment to foreign markets. The importance of the entrepreneur in SMEs 
and her/his simple exposure to international environments, can have an impact 
on his or her understanding and familiarity with foreign market conditions and 
the creation of international business opportunities associated with them 
(Andersson et. al. 2004). 
 Finally, in this section, we would like to remark the importance of the 
entrepreneurial perspective when analyzing SMEs international behavior. In the 
next section, we present and discuss a model with entrepreneurial perspective 
which focuses, obviously, on individuals. Entrepreneurship research can help 
us to increase the understanding of individuals’ influence on firms’ 
international behavior (Andersson, 2000). 
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2.3 The internationalization of the firm 

 There are two currents of research in the literature on the 

internationalization of the firms. These two currents are called the “process 

approach” and the “economic approach”. In this section three selected models 

of the process approach are presented. Later on, in section 2.4, these three 

models are used to generate our own model to analyze the company under 

study. The economic approach is of less importance in this thesis work, and is 

only mentioned briefly.  

 

2.3.1 The process of internationalization - Uppsala  
Internationalization Model 

 We start by presenting the pillar of the process approach models 
developed in 1977 by Jan Johanson and Jan-Erik Vahlne known as the Uppsala 
Internationalization Model. In this model, Johanson and Vahlne (1992) explain 
that the internationalization of the firm is seen as a process in which the 
enterprise gradually increases its international involvement. Johanson and 
Vahlne (1977) suggest that the Uppsala model has its essence in the interaction 
between attitudes and actual behavior of the firm. The process outlined by the 
model evolves in an interplay between the development of knowledge about 
foreign markets and operations on one hand, and an increasing commitment of 
resources to foreign markets on the other (Johanson and Vahlne, 1992). The 
basic assumptions of the authors are that the firm develops in the domestic 
market, and the internationalization is the consequence of a series of 
incremental decisions. It is assumed, as well, that the principal obstacles are 
reduced by incremental decision making and learning about the foreign markets 
and operations (Johanson and Wiedersheim-Paul, 1975).  
 We will see later on, in the explanation of the model, that experiential 
market knowledge can generate business opportunities and the perception of 
problems. Also, this experiential knowledge is assumed to be a reducer of 
market uncertainty. Therefore, a firm will be more committed to a market as 
much as experience in that specific market is gained. This market experience is 
to a large extent country-specific (Johanson and Vahlne, 1992). Johanson and 
Vahlne (1977) set forth that lack of such knowledge is a major obstacle to the 
development of international operations, and that the necessary knowledge can 
be acquired mainly through operations abroad. We will discuss later on in this 
point some critical views establishing that nowadays the acquisition of general 
knowledge, for example, can be facilitated by information technology 
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advances. In that perspective, which wasn’t considered by the end-of-70s 
model, an acceleration of the internationalization process may be possible.  
 Next, we present the Uppsala internationalization model, the whole 
explanation is taken and adapted from Johanson and Vahlne (1977; pp. 33-62), 
where not otherwise stated.  
 The main structure of the model is given by the distinction between the 
state and change aspects of internationalization variables; for instance, the 
present state of internationalization is one important factor explaining the 
course of subsequent internationalization. The State Aspects considered by the 
authors are the resource commitment to the foreign markets – Market 
Commitment – and knowledge about foreign markets and operations – Market 
Knowledge. The Change Aspects are decisions to commit resources – 
Commitment Decisions – and the performance of current business activities – 
Current Activities; see Figure 2.1. 

Market Knowledge and Market Commitment are assumed to affect 
decisions and the way current activities are performed. These in turn change 
knowledge and commitment. The model assumes that the state of 
internationalization affects perceived opportunities and risks which in turn 
influence commitment decisions and current activities. 

 

 
 
 

Figure 2.1: The Internationalization process of the Firm (Johanson and Vahlne, 1992; p. 3) 
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Next, we will treat the model’s variables with more thoroughness. 

 
State Aspects 
 
Market Commitment 
 Composed of two factors: the amount of resources committed and the 
degree of commitment. Amount of resources committed is close to the size of 
the investment in the market. The authors suggest to consider this amount in a 
broad sense which also includes investment in marketing, organization, 
personnel, and other areas. The degree of commitment is a more complicated 
issue. The model states that the more specialized the resources are to the 
specific market the greater is the degree of commitment. In accordance to the 
last assumption, the authors mention that vertical integration means a higher 
degree of commitment than a conglomerate foreign investment. Also, it is 
possible to assume that resources which are located in a particular market are 
most committed to that market. But not only resources located abroad are 
counted, it must be considered, as well, the commitment which follows from 
employing parts of the domestic capacity for a particular market. 
 
Market Knowledge 

We have treated in the first part of this point the importance of 
knowledge in the internationalization process of the firm. The model 
establishes that commitment decisions are based on several kinds of 
knowledge. The reasoning here functions as follows: Firstly, knowledge of 
opportunities or problems is assumed to initiate decisions. Secondly, evaluation 
of alternatives is based on some knowledge about relevant parts of the market 
environment and about performance of various activities. The authors classify 
knowledge based on the way in which it is acquired. The classification is the 
same we presented in the second section of this chapter: objective and 
experiential knowledge. Objective knowledge can be taught and transmitted in 
formal manners using, e.g., information technologies. Experiential knowledge 
can only be learned through personal experience. An important assumption the 
developers of the model made, is that in foreign operations the firm doesn’t 
have such basic experiential knowledge – experiences of individuals, 
organizations and markets – to start with, and it must be gradually acquired 
during the operations in the country. The authors went more into detail and 
mentioned that in the establishment and performance of a certain kind of 
operation or activity in a country, the firm requires both general and market-
specific knowledge. The same kinds of knowledge as objective and 
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experiential, in that order, but with different names. The interesting addition 
made here, is the one saying that the diffusion of this general (objective) 
knowledge facilitates lateral growth. By lateral growth they mean, for example, 
the establishment of technically similar activities in dissimilar business 
environments. Finally, on the State Aspects side, there’s a direct relation 
between market knowledge and market commitment. This relation establishes 
that knowledge can be considered a resource – a dimension of the human 
resources, and consequently the better the knowledge about the market, the 
more valuable the resources and the stronger the commitment to the market. 
 

Change Aspects 
 
Current business Activities 

Current activities are considered as the prime source of experience. The 
authors elucidate two kinds of experience: firm experience and market 
experience. The market experience is the difficult one to obtain. A firm can 
quickly obtain and use market experience by hiring personnel with market 
experience, for instance, hiring the sales manager of a representative, or buy the 
whole of a part of the representative firm. But this is not possible to do in many 
cases, and especially – we would like to guess – it is not so viable for small 
companies. The authors accept that sometimes this kind of experience is not for 
sale. That’s why it has to be acquired through a long learning process in 
connection with current activities. In the model terms, this factor is an 
important reason why internationalization is often a slow process. 
 
Commitment Decisions 

Experience implies the perception of opportunities and problems. Under 
this statement, firm experience and market experience are relevant. One 
assumption is that opportunities will be perceived mainly by those who are 
working on the market. The reason is that decision alternatives are raised in 
response to problems or in response to opportunities related to the activities 
currently performed on the market. Another assumption is that opportunities 
are also seen by individuals in organizations with which the firm is interacting. 
These actors may propose alternative solutions to the firm in the form of offers 
or demands. The model’s reasoning estimates that the probability that the firm 
will be offered opportunities from outside is dependent on the scale and type of 
operations it is performing; that is, on its commitment to the market. The 
authors distinguish between an economic and an uncertainty effect of each 
additional commitment. The economic effect is associated primarily with 
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increases in the scale of operations on the market, and the uncertainty effect is 
related to market uncertainty like the inability to perceive the present and future 
market and market influencing factors. This market uncertainty is reduced 
through increases in interaction and integration with the market environment. 
For example by increases in communication with customers, establishment of 
new service activities or, in the extreme case, the take-over of customers. 
Lastly, on the Change Aspects side, it can be reasoned that the more 
complicated and the more differentiated the product is, the larger the total 
commitment as a consequence of current activities will come to be.  

Now that the elements of the model have been treated, we are interested 
in commenting the two patterns of internationalization that the model explains. 
The two patterns are observed as an increasing involvement of the firm in the 
individual foreign country, and successive establishment of operations in new 
countries.  

The first pattern argues that the firm’s commitment in a specific country 
market develops according to an establishment chain (see Figure 2.2). The 
authors have elaborated the establishment chain based on their observations 
from a study of Swedish firms. However, the important aspect at this point is 
that firms are expected to follow a stepwise extension of operations and the 
establishment chain is a good approach representing this pattern.  
 
 

 
 

Figure 2.2: The Establishment Chain (figure based on Johanson and Wiedersheim-Paul, 
1975; p.34) 

 
 The authors mentioned that the establishment chain can vary with 
respect to each firms’ situation. And a different type of steps and a different 
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number of stages can be observed. The four stages mean gradually increasing 
resource commitments, and also lead to wholly different market experiences 
and information for the firm.  
 

� The first stage means that the firm has made no commitment of 
resources to the market, and that it lacks any regular information 
channel to and from the market. 

� The second signifies that the firm has a channel to the market through 
which it receives fairly regular information about sales influencing 
factors. It also involves a certain commitment to the market.  

� The third means a controlled information channel to the market, 
enabling the firm to direct the type and amount of information flowing 
from the market to the firm. During this stage the firm also obtains 
direct experience of resource influencing factors. 

� The fourth stage implies a still larger resource commitment. 
 

(Johanson and Wiedersheim-Paul, 1975, p.35) 
 

Johanson and Vahlne (1992) point out that, in terms of the process 
model, this sequence of stages indicates an increasing commitment of resources 
to the market. The sequence also indicates that the current business activities 
differ with regard to the market experience gained. The authors indicate that the 
first stage gives practically no market experience. In the second stage it can be 
perceived that the firm have an information channel to the market and it is 
receiving moderately regular but superficial information about market 
conditions. The subsequent business activities performed lead to a more 
differentiated and wide market experience.  
 The second pattern explained is that firms enter new markets with 
successively greater psychic distance (Johanson and Vahlne, 1992). The pattern 
observed by Johanson and Vahlne is that firms start internationalization by 
going to those markets they can most easily understand. In those relatively 
similar markets as the home market, the firms see opportunities, and there the 
perceived market uncertainty is low. 

 
Critical views 
 After reviewing the original Uppsala model, in this point we are going to 
show critics from researchers. Next we adapt and enumerate some important 
critical views handled by Hollensen (2004). 
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� The model doesn’t take into account interdependencies between 
different markets and actors. 

  
 The answer to this came from the same authors of the original Uppsala 
model by relating the internationalization process to the concept of industrial 

networks (Axelsson and Johanson, 1992). The authors included the multilateral 
aspect of the internationalization process arguing that market (network) 
knowledge is based on experience from current business activities, or current 
business interaction. They make clear that the extension of the 
internationalization process model has to take into account the network aspect, 
consequently making the concepts “commitment, knowledge, current activities 
and commitment decisions” multilateral rather than unilateral as in the original 
model. Hollensen (2004) considers that a firm is more internationalized if it 
views and handles different markets as interdependent than if it views them as 
completely separate entities. The last indicates that the process is also inter-
organizational and not just intra-organizational (Axelsson and Johanson, 1992). 
In addition, Forsgren (2000) indicates that the firm can learn from other 
organizations. The access to a network of business relationships creates the 
opportunity to learn from other firms. Forsgren argues that market-specific, 
tacit knowledge can be acquired through interaction with other organizations, 
meaning that the prediction of the original Uppsala model that sees 
internationalization as a slow process may not always hold true. Forsgren 
concludes that the inter-organizational learning implies long-lasting business 
relationships facilitating the assimilation of tacit knowledge from the different 
actors in the network. 

 
� Leapfrogging tendency 
 
 Hollensen (2004) establishes that the internationalization process of new 

entrants in certain industries has recently become more spectacular. One of 
these industries is the service industry, where, according to the author, the 
original model is not valid. He argues that firms lately seemed to leapfrog 
stages in the establishment chain, entering distant markets in terms of psychic 
distance in early stages, speeding up the process of internationalization. 
Consequently, the possible internationalization routes are more varied and 
multifaceted than those predicted by the Uppsala Model (Forsgren, 2000). 
Petersen, Pedersen and Sharma (2001) assume that due to the ongoing 
globalization, firms nowadays internationalize much faster than was the case 
when the Uppsala internationalization model was introduced. They consider 
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globalization a cause of the diminution of knowledge obstacles provoking that 
the pace by which firms internationalize are likely to go up. 
 Born Global firms are the better representatives of the “leapfrog 
strategy”. These firms aim at international markets right from their birth, and 
can be defined as a firm that from its inception derives competitive advantage 
from the use of resources and the sale of outputs in multiple countries 
(Hollensen, 2004). This special case of SMEs called Born Global firms, as 
Hollensen states, do not follow the traditional stages pattern in their 
internationalization process. 
 

� Explanatory value of psychic distance has decreased 
 
 Hollensen (2004) argues that the world has become much more 

homogeneous and that the consequence of this is that psychic distance has 
decreased, expecting that recent starters are willing and able to enter directly 
into large  markets. Psychic distance can be diminished through international 
consulting firms and the development of information technologies. Hollensen 
mentions that the consulting industry has grown tremendously the last twenty 
years, selling foreign market knowledge. These firms offer information about 
competitors, market potential, distribution systems, possible entry modes, 
among others. In addition, Hollensen affirms that emphasis in international 
business by schools and more people doing international business – as a 
consequence of growing world trade and FDI – have made easier and quicker 
the access to knowledge about doing business abroad. Forsgren (2000) 
considers the adoption of mimetic behavior as a common way to reduce 
uncertainty. He explains that organizations tend to imitate actions that have 
been taken by large numbers of organizations, because such practices are 
legitimized, or their success is “taken for granted”. The author takes the 
example of investing in China as the result of a mimetic behavior based on an 
“institutional myth” that such investments were a necessity. This mimetic 
behavior is not considered by the original internationalization process model.  
 The development of information technologies has challenged the 
Uppsala model presentation of knowledge’s role in firms’ internationalization 
process (Petersen, Pedersen and Sharma, 2001). The assumption made here by 
the authors is that the advances of information and communication technology 
coincide with the globalization trend, causing that the difference between doing 
business at home and abroad diminishes. In spite of the critics, the Uppsala 
model is a “must” when one is interested in analyzing, from a process approach 
perspective, the internationalization of firms. It is a good starting point that 
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handles commitment and experience. These two concepts are recognized as 
important factors explaining international business behavior, and historically, 
the model has gained strong support in studies of a wide spectrum of countries 
and situations (Hollesen, 2004).  
 As mentioned by Forsgren (2001), one important strength of the Uppsala 
Model is its simplicity: 
 By using only a very limited number of variables the model has managed to present 
reasonable explanations for a significant amount of firms’ internationalization. Therefore, 
even if arguably learning takes place in different parts of the organization and sometimes 
through other means than the organization’s own experience, one should be cautious about 
complicating the model by including more variables. Such an extension should be done only 
if it can be argued that the explanatory power of the model will increase significantly.  

(Forsgren, 2001, p. 20) 
 

The last reasoning made us, in terms of the present thesis, select 
complementary models with the purpose of giving to our further analysis of 
Big Image a better explanatory character. For this reason, we present next an 
extension of the original stage model developed by Welch and Luostarinen 
(1998) named evolution of a concept. 
 

2.3.2 Evolution of a concept - Welch and Luostarinen’s Model 
 As mentioned at the end of the previous point, the original Uppsala 
model has been extended by Welch and Luostarinen, who operate with six 
dimensions of internationalization (Hollensen, 2004), allowing a broader 
framework for the analysis of the international process of a firm. As clarified in 
the presentation of the Uppsala model, the whole explanation of the Welch and 
Luostarinen’s model is taken and adapted from Welch and Luostarinen (1998, 
pp. 83-98), where not otherwise stated. 

The model assumes that in general, internationalization can be expected 
to be associated with, and perhaps dependent upon, developments along each of 
the dimensions shown in the figure below (see Figure 2.3): 
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Figure 2.3: Dimensions of Internationalization (Welch and Luostarinen, 1998, p. 85). 

 
 
Next, the six dimensions will be explained: 
 

Foreign Operation Methods (How) 
The basic logical thinking used in this dimension is that as companies 

increase their level of international involvement, there is a tendency for them to 
change the method/s by which they serve foreign markets. Based on Nordic 
studies, the authors indicate that this change occurs in the direction of 
increasing commitment, a typical pattern which follows the establishment 
chain, starting from no exporting, to exporting via an agent, to a sales 
subsidiary and finally to a production facility. One of the reasons for the 
considerable attention on the foreign operation methods, as a means of 
assessing a pattern of internationalization, is that it represents a clearly overt 
manifestation of the overall process. 
 Whilst the firm is increasing its commitment, the pattern authors 
observed, appears to be one of greater operational diversity as 
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internationalization proceeds. This appears to be related not only to the greater 
experience, skills, and knowledge of foreign markets and marketing which 
develops within the firm, but also to the exposure of a wider range of 
opportunities and threats. Therefore, the authors indicate that in the method of 
operation we would expect internationalization to be reflected in both 
increasing depth and diversity of operational methods. They assure that it is 
difficult, if not impossible, to go far in the internationalization process simply 
by using one preferred operational method. And they close up making the 
reflection that the future international success of companies will partly depend 
on their ability to master and successfully apply a range of methods of foreign 
operations. 
 

Sales Objects (What) 
 The reasoning here is that as a company increases its involvement in 

international operations, there is also a tendency for its offering to foreign 
markets to deepen and diversify. This depth and diversification may occur at 
two levels: 

 
� Expansion within an existing, or into a new, product line. 
 
� Change in the whole product concept to include “software” components 

such as services, technology, know-how, or some combination. Over 
time the blending of hardware and software components is often 
developed into more packaged forms, representing projects or systems 
solutions. 

 

Target Markets (Where) 
There is a tendency for companies, particularly in the early stages of 

internationalization, to approach markets which appear simpler, more familiar 
and less costly to penetrate – and these are most commonly those which are 
closest in physical and cultural terms. The authors point out that it is difficult to 
develop internationally merely by concentrating on a limited number of 
countries. That’s why in their model, a company’s shift of activities to more 
“distant” locations can be seen as one indication of greater maturation in its 
internationalization process. 
 According to the model, with the preceding three dimensions, the 
internationalization process of a company could be overtly demonstrated. Now, 
the part inside the firm that supports and has to change due to 
internationalization is handled by the last dimensions – Personnel, 
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Organizational Structure and Finance – considered by the model under the title 
Organizational Capacity. 

Organizational Capacity 
The first three dimensions – How, What and Where – concentrate on the 

components of actual foreign market activity. Such an approach leaves aside 
the variety of internal company changes which are consequent upon, and 
therefore reflect, the degree of internationalization. In addition, these company 
changes form the foundation for additional steps forward in the overall process 
of internationalization of the firm. In the resources area finance and personnel 
are obviously important, but so also is the organizational structure developed 
for handling foreign activities. 
 

Personnel 
The developers of the model stress the importance of personnel, because 

the success of internationalization in any company depends heavily on the type 
of people both initiating and carrying through the various steps in the process, 
and on overall personnel policies. At a general level, though, 
internationalization both feeds upon and contributes to the development of 
international knowledge, skills and experience of the people involved. The 
authors propose that a way to obtain some assistance during the process of 
internationalization is through effective training and recruitment policies. The 
last is a way to gain knowledge in an alternative manner and not only by 
learning-by-doing as the original model suggests. They explain that the ability 
to carry out any international strategy can be bounded and severely constrained 
if the people involved, using whatever means, don’t become more international 
in their capacities and outlook. Thus, the focus is made on international 
personnel development. This international development of the personnel 
remains a prime indication of the internal extent to which a company has 
effectively become internationalized. Anyway, this dimension is perhaps more 
difficult to measure than the preceding dimensions, because how do you 
measure the international development of people in the company? Maybe 
through their abilities in languages, studies, courses abroad, cultural activities, 
etc. 
 

Organizational structure 
The logic of this dimension establishes that as the administrative and 

organizational demands to carry out international operations grow and 
diversify, the organizational structure for handling such demands ultimately 
needs to respond. A variety of formal and informal organizational arrangements 
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have been used by companies in different countries to cope with the increasing 
amount and complexity of continuing internationalization.  
 The state of internationalization of the firm can be marked and 
understood by the organizational changes, and their sophistication, of the 
company who is seeking to improve the organizational mechanism and focus 
on international operations. These organizational changes are often a clear 
statement of commitment to the objectives of international involvement.  
 

Finance 
This final dimension considered by the model is explained by the 

growing of international operations, that inevitably places increasing demands 
on the availability of funds to support the various activities. The nature and the 
extent of the company’s financing activities for international operations provide 
a further indicator of the degree of internationalization. The model expects that 
the range of finance sources (both local and international) and the 
sophistication of financing techniques would develop with international 
growth. 
 By examining all the dimensions it is possible to derive a substantial 
overview of the state of internationalization of a given company. The authors 
suggest that based on the overview obtained by the model, the basis for 
comparisons between companies can be formed. In our study, we don’t want to 
compare our company’s internationalization state against others, but we want to 
obtain an insight into the internationalization process of the company.  
 

2.3.3 Entrepreneurial Perspective Model 

Based on the literature review about the importance of the entrepreneur 
in the internationalization of the firm at point 2.2.3 (Entrepreneur stimuli), and 
taking in consideration our definition of entrepreneurship at section 2.1 
(Definitions), in this point we present the last of our selected models for 
analyzing the internationalization process of Big Image Systems AB. This 
entrepreneurial model will allow us to consider the perspective of the 
entrepreneur, which is not treated properly in the original Uppsala model 
(1977) or in the extension model by Welch and Luostarinen (1998) presented 
above. The entrepreneurial perspective, then, is the missing perspective we 
want to consider in the present study. A conceptual framework for analyzing 
the role of entrepreneurs in firms’ internationalization processes has been 
structured by Andersson (2000, 2001) and is shown below (see Figure 2.4). The 
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whole development of the model is taken and adapted from Andersson (2000, 
2001), where not otherwise stated. 
 

 
 

Figure 2.4: The internationalization of the firm in an  
entrepreneurial perspective (Andersson, 2000; p. 246) 

 
 

Andersson’s model highlights the role of the entrepreneur in analyzing a 
firm’s internationalization process. He claims that the dominant view in the 
literature is that entrepreneurs are caught between a deterministic environment 
and an organization characterized by bureaucracy and inertia. The 
entrepreneurship literature is used to emphasize the importance of individuals. 
The developing of his framework is a tool to increase the understanding of 
firms’ internationalization. Andersson affirms that internationalization is an 
example of strategic change that can be defined as an entrepreneurial action. 
Therefore, entrepreneurship theory is used to analyze the firm’s international 
behavior. In this model, the entrepreneur concept is used to link the Structure 
concepts of Macro, Meso, and Firm to the Process concepts of Strategy and 
Internationalization.  
 The Structure concept is used in a broad sense, implying that processes 
are not the focus. The entrepreneur is central to the model. A strong reason 
hoisted by the author is that the strategy and internationalization processes will 
not start without acting entrepreneurs. For instance, it is not enough to be a firm 
with resources and opportunities in the environment; internationalization must 
be wanted and triggered by someone. In the model, to show the central role of 
individuals’ actions in creating strategy and international processes, the 
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entrepreneur is represented as an arrow that goes from the Structure side to the 
Process side. The reverse arrow, from the Process side to the Structure side, 
shows that the Processes influence the Structure side of the model. Andersson 
stresses and emphasizes the importance of the individual’s interpretation of the 
firm and its environment. The logic behind this is that the entrepreneur is 
influenced by her/his environment, but she/he also influences his environment 
through the process she/he creates.  
 
The entrepreneurs’ environment is divided into three levels: Macro, Meso, and 
Firm. 
  

� At the Macro level concepts such as factor conditions and psychic 
distance are treated.  

� At the Meso level, which includes actors near the firm, concepts such as 
industry structure, networks and industrial wisdom are treated.  

� At the firm level concepts as learning, corporate culture, core 
competence, transaction costs and firm specific advantages are dealt.  

 
Entrepreneur, Strategy and Internationalization. 

However, in the entrepreneurial perspective model, the crucial factor is, 
the entrepreneur, of course. The entrepreneur interprets the firm and the firm’s 
Macro- and Meso-environment. He/she uses this interpretation when 
implementing the firm’s overall Strategy, which decides the firm’s 
Internationalization. Let’s stress, in the same line of thought as at the very 
beginning of this thesis, that internationalization is not an activity, which is 
divided from other activities in the firm. It is a part, or a consequence, of firms’ 
total development patterns. So, in the model, the Strategy defined as a pattern 
in a stream of actions can be see as the link between the two concepts 
Internationalization and Entrepreneur. 

We want to highlight the importance of the entrepreneur in our study, 
due to the size of the company under study (SME). Andersson confirms that 
previous research has shown the importance of entrepreneurs in smaller firms’ 
international behavior. The basic assumption of this model is that different 
entrepreneurs influence international behavior in different directions. This 
model gives us one way to categorize firms’ internationalization processes 
using its conceptual framework. The author has identified different types of 
entrepreneurs, and depending on the characteristics of the entrepreneur, the 
author has perceived different international patterns. The different types of 
entrepreneurs will choose different strategies for their companies. The different 
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strategies give rise to different internationalization decisions regarding entry 
modes and market choice. The entrepreneurs influence can be observed, for 
instance, in the way they allocate resources in the firms and direct resources 
into areas in which they themselves have a great interest and knowledge. 
 The author reveals the limited importance of analyzing a firm and the 
external factors associated with that firm’s internationalization process if 
individuals in the firm are not included in the analysis. According to his study, 
individuals in companies that appear to be similar and have similar 
environments can differ in their views of internationalization. Andersson 
assures that the entrepreneurial perspective is also relevant for governments 
that want to stimulate internationalization. He advises that the crucial issue in 
selecting potential international firms is that the individuals in those firms have 
a strong drive towards internationalization. 
 Thus, the two previous models and this one will be the basis to generate 
our own model to analyze the company under study. But first we allocate the 
three previous models within a categorization matrix. We explain why each 
model falls into each one of the categories. 
  

2.3.4 Categorization matrix  

The purpose in this point is to categorize the internationalization 
literature and show the place that our three selected models occupy in it. We 
found very useful a classification matrix developed by Andersson (2001). The 
mentioned matrix as well as the content of his study are taken and adapted from 
his study, where not otherwise stated. 

As stated at the beginning of this section (2.3), the literature on the 
internationalization of firms can be divided into two currents of research: the 
economic and the process approaches. Andersson argues that the economic 
research current has its base in mainstream economics, examples being the 
eclectic paradigm, the transaction cost analysis (TCA) model and FDI theory. 
The economic approach assumes that an economic man has access to perfect 
information and will choose the rational solution. Hollensen (2004) indicates, 
for example, that the TCA model has as unit of analysis not the firm or a 
network, but the transaction or set of transactions. For this thesis work, we are 
interested in the process approach. The process approach has its base in 
organizational theory, which replaces economic man with behavioral man. 
Examples of this are the Uppsala internationalization model, and various stage 
models. The author argues that both currents have shown strengths and 
weaknesses in different situations. For example, the economic view is useful in 
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establishing single production facilities during the later stages of a firm’s 
internationalization, but it ignores the process aspects of internationalization. 
And the process approach does handle this aspect but, like the economic 
approach, overlooks the possibility of individuals making strategic choices. The 
last observation made us aggregate the entrepreneurial perspective model in our 
thesis, so we assure to consider the individuals’ impact on the 
internationalization process of the firm. The theoretical perspectives can be 
analyzed as suggested by Andersson in Figure 2.5. 

                              

 
 

Figure 2.5: Theoretical Perspectives in the Internationalization Literature (Andersson, 2001; 
p.64) 

 
 

Andersson has observed that researchers focus on different levels of 
aggregation in analyzing internationalization processes: the individual actors’ 
level, the firm level, and the firm’s environment level. Now, the two views 
Rational Choice and Bounded Rationality will be treated, Bounded Rationality 
being the one that our thesis is constructed upon. 

The Rational Choice view has its base in economics and is represented 
in textbooks on international business and marketing, as well as in literature 
that examines foreign direct investment. This literature focuses on the company 
and its environment and can be positioned in squares A and B in Figure 2.5. 
Since the decision maker is rational, he will choose the optimal solution. The 
fact that various decision makers can make different strategic decisions in the 
same situation is not acknowledged in this approach. The economic view 
proposes, as a way to choose entry modes, the analysis of the market and the 
company to find one best solution for the company. This view is discarded and 
not covered in our study. 
 In the Bounded Rationality view, the entry mode proposes a stepwise 
increase in market involvement from direct export to establishment of a 
production unit abroad. One of the most important models in this field is the 
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Uppsala internationalization model. The criticism is that the original Uppsala 
internationalization model focuses the discussion at the firm level (square E) 
and not at the level of the firm’s environment. Then, as we wrote before at the 
Uppsala’s part, the authors took in consideration the firm’s environment 
(square D) with their industrial network perspective. We assure to cover 
squares D and E with the Uppsala and the Welch and Luostarinen’s Model. 
Now, here is where the entrepreneurial perspective comes in, proposing that the 
individuals who take part in the internationalization process are the most 
important factors in determining the choice of establishment mode. In 
consequence, in the missing square F, the entrepreneurial perspective model is 
located to complete the three different levels of analysis. 
 

2.4 Analytical Model – Big Image Model 

In this section, we use the main structures of the three models to 

generate our own final model, which will help us to analyze the 

internationalization process of Big Image Systems AB. This final theoretical 

model has the intention to cover the environment level, the firm level, and 

individuals level within the “process approach” current. 

 
The final theoretical model looks as follows: 
 
 

 
 

Figure 2.6: Big Image Model  
(Based on Welch and Luostarinen, 1998; Andersson, 2001, Johanson&Vahlne, 1977) 
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This model considers the entrepreneur or group of entrepreneurs as the 
main agents for internationalization. Under the entrepreneurial perspective the 
firm is going to interpret itself and perceive the environment. The 
entrepreneurial perspective is going to actively influence the decisions 
concerning the Market selection (Where), Market entry mode (How) and Sales 
offers (What), driving the organization towards major involvement in 
international activities. Possibly, Organizational Structure Management could 
be considered more as being firm’s related questions. Nevertheless, the 
entrepreneurs may have influence over it. We know, from section 2.1 
(Definitions) at the beginning of this chapter, that the entrepreneur is the person 
or group of persons who carry out the entrepreneurial actions. The entrepreneur 
might be seen as a person or group of persons – the owner-manager, for 
instance. We will see that in our study, it is important to identify the 
entrepreneur or group of entrepreneurs when analyzing certain reasons for 
decision making. Now, the last explanation will let us continue with the 
presentation of the framework showed above. The purpose of the Big Image 
Model is to allow us to analyze the internationalization process of the firm, in 
order to increase the understanding of some parts of the phenomenon of its 
international behavior. The key elements of our model that explain the 
internationalization process of the firm are summarized and presented next. 
  
Dimensions of Internationalization of the Big Image Model: 
 

� Market selection (Where): The way the firm considers differences 
between markets, influencing the selection of the market. 

  
� Market entry mode (How): The firm can choose many ways to enter 

new markets, for example through an establishment chain, agents, 
subsidiaries, licensing, acquisition, alliance, etc. 

 
� Sales offers (What): Goods, services, know-how and systems to be 

offered to international markets and its evolution. 
 

� Organizational Structure Management: this part considers the internal 
company changes. For example, a creation of an export department, 
international division, the development of personnel international skills, 
experience and training elements, and finance to support the 
international activities (Welch and Luostarinen, 1998).  
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Entrepreneurial perspective aspect of the Big Image Model: 
 

� Expanding the firm to foreign market relies decisively on the 
entrepreneur. The entrepreneur, in our study, is the driving force 
beginning and continuing firm’s international involvement. The 
entrepreneur interprets the firm and the firm’s Macro- and Meso-
environment. He/she uses this interpretation when implementing the 
firm’s overall Strategy, which decides and shapes the firm’s 
internationalization (Andersson, 2001).  

 

2.5 Managing Internationalization 
 
 In this section we handle some important issues concerning the 

managing of internationalization. The focus is on SMEs. These small and 

medium-sized companies have certain limitations when they try to go 

international. The perception and potential risks of SMEs about 

internationalization are handled firstly. Secondly, some organizational findings 

are presented. These findings are related to the new organizational structure of 

expanded firms. Firms grow through internationalization, and new 

considerations about the managing of the growing organization have to be 

considered. 

 

2.5.1 Risks and Limitations of SMEs when going inte rnational 

 SMEs going international are confronted with a lot of risks that are 
jeopardizing the intended plan. Some of these risks are depending on the form 
of planned internationalization, some are universal. To differentiate these risks 
we categorize them into general risks and then we list the different kinds of 
internationalization and their risks.  

 The general risks of internationalization of SMEs are based on the 
special situation they are confronted with, characterized by limited possibilities 
in financing, marketing and market knowledge and personnel. SMEs have 
normally no export division and this leads to deficiency in marketing in the 
target country and to less research about market chances and market situation. 
SMEs also don’t have enough resources in manager personnel to establish an 
international company policy. This leads to deficits in knowledge about the 
target country, e. g. the local law-system (Wimmers and Wolter, 1997). 
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 As mentioned above we start with describing typical risks and 
limitations of SMEs going international that are affecting most companies, 
irrespective of their form of internationalization. There are three important 
limitations that especially affect SMEs: shortage of finances, insufficient level 
of information and low internationalization know-how (Schmidt et. al., 1995). 
The last two points are mainly caused by shortage of management personnel. 
 

Shortage of finances 
Going abroad brings much higher risks than operating only in the home 

country. There is an uncertainty of local payment behavior and solvency of 
customers as much as political issues like currency risk or tax policy. The 
average duration of business transactions abroad will be higher and the risk of 
bad debts increases as well. Due to the low equity-to-assets ratio of the typical 
SME this is a stronger burden than it is to a multinational company. This also 
results in problems in advance financing of projects and SMEs have to endure 
the phase from starting an international business to reach a positive return on 
investment (ROI). This phase usually takes several years and prevents 
investments into the home base. This funds commitment has to be well 
calculated before starting an international activity. That is a reason why SMEs 
usually start with exporting to one country and avoid FDI. Multinational 
companies have a bunch of possibilities to compensate FDIs and many ways to 
finance them and the costs are low compared to their financial situation. The 
problem of shortage in financing leads to few capital intensive activities of 
SME (Kaufmann, 1995) and we discuss them later when we focus on special 
ways of internationalization. 
 

Shortage of management resources 
SMEs often have flat hierarchies and too few managers to be flexible 

and cost-effective. This leads to high utilization of them, including the owner 
(in family businesses) and gives few chances to spend time for research related 
to international expansion. SMEs rarely have the capacity to hire own staff for 
planning this expansion in a high degree of details. To plan the expansion is 
only a first step, followed by sending people abroad to lead the business, 
because few SMEs start internationalization only with local staff. This means a 
lot of new challenges in human resource management. 

  

Low internationalization know-how 
When going abroad companies need abilities, knowledge and resources 

to realize this process successfully. Many SMEs do not have much experience 
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since they are at the beginning of the internationalization process and often 
have no knowledge about handling it. They do not have enough experienced 
manager and often a lack of information about the target country. This lack 
includes knowledge about language, local behavior, market situation, and 
political norms as well as legal norms. Inadequate planning, and due to the lack 
of personnel insufficient preparing lead to mistakes in the planning phase. 
SMEs often develop experience during the actual phase of internationalization 
and when they reach a certain step at they learning curve they are mostly able 
to start a new phase of internationalization like opening a new department. In 
the start phase companies does not have a high degree of commitment to the 
target country and therefore they avoid kinds of internationalization that leads 
fast to a high degree of commitment (Kaufmann, 1995). 

 
Kinds of internationalization and their risks: 
 

Chances and risks at export activities 
With an export-oriented strategy the company is able to profit by 

increasing number of markets with low initial investment. If it focuses on only 
one or a few countries the company might be able to get knowledge about these 
countries, climb the learning curve and get a base for further steps of 
internationalization in these countries, although the learning effect is smaller 
than at other forms of internationalization. The company is able to stop the 
export at any time and do not have to agree to long-term conditions with 
foreign partners. This freedom is a big chance since you avoid possible 
problems with long term relationships between business partners, and the 
company has no commitment of funds either. The export solution brings a 
broader market scenario and this leads to higher capacity utilization and cost 
advantages due to economies of scale. The export also brings disadvantages 
and risks like custom duties, transport costs and fulfillment of import standards. 
The liberalization of trading laws and establishment of free-trade areas like the 
European Free Trade Association have reduced these problems at least within 
certain areas. The same is valid for exchange rate risks since the Euro is 
introduced in many European countries. Sweden, that is not part of the 
Eurozone, still has this problem and since it is not a member of exchange-rate 
mechanism II (ERM II) it will not introduce the Euro in the near future. This is 
an uncertainty for flow of trade and capital flows (Becker, Deutsche Bank 
Research, 2003) and a  locational disadvantage for Swedish companies. 
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Cooperation without contribution of capital 
 This way does not bond personnel and funds but gives the access to 
resources, experiences and advantage in competition via the foreign partner. It 
is also a good way to start when planning further expansion or developing an 
export businesses. Having a local partner avoids skepticism against the 
products, which often happens in countries with a high degree of patriotism or 
protectionism systems. That brings companies into a position where they can 
expand into markets that are hard to reach alone. Examples are cooperation 
between local companies and companies that are expanding in China, because 
there are laws that dictate in certain field of industry a minimum percentage of 
local participation. The negative effects are the necessity of knowledge transfer 
to the local partner with the risk of raising a new competitor that is able to 
compete you in your home country. Furthermore a cooperation can not be 
cancelled by just one side and brings responsibility to uphold it. The limited 
possibility to control the production and quality brings the risk of a bad image 
transferred to the company and their products. 

 

Chances and risks of FDI 
The decision for foreign direct investments is only possible for larger 

SMEs with a certain level of capital resources and ideally experience in 
internationalization. FDI are often referred as the last step of 
internationalization of SMEs. The advantages are an optimal localization with 
respect to local markets, due to local service and production. FDI give a 
company insider knowledge about the local market, trends, behavior and 
political situation. This is a head start compared to other competitors and can 
be the key to market dominance in the arranged sector. But as mentioned 
previously, it is the last step of the internationalization process and vast 
experience and reliable market knowledge is needed before any FDI is carried 
out. To achieve this knowledge a good management is necessary. Buckley 
(1989) developed three main groups of constraints SMEs have for their 
international expansion and put the management to the center. The 
management is responsible for collecting and using the information. Due to 
shortage of management capacity, skills and time, companies often make 
mistakes in decision finding processes. This is sometimes compensated by 
experience and operational readiness of the owner or clever entrepreneurs. 
Local production avoids costs that exporting companies have, like taxes, tolls 
and transportation costs. The risks are the loss of the invested money and the 
ability to finance the FDI. The management must be able to fund the new 
subsidiary, hire suitable staff and lead it to the break even point. Furthermore, 
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to have an international company with subsidiaries brings a lot of 
organizational costs and bonds funds. The subsidiaries are dependent on the 
political and economical development in the local country, which leads to a 
dependency of the whole company to the worldwide economic situation. This 
is a fundamental difference to a classical SME that normally is present in the 
home country and has a small product range to cover a niche.  

The Swedish Television showed a documentary about Swedish 
companies going international: to USA. Interesting and valuable information 
about risks of FDI can be taken from Ripås’ (2005) documentary. It is argued 
that not only the big multinational companies want to go to USA. The big 
companies’ dreams of America seems to have passed on to the small ones. 
There are a lot of small companies in Sweden that without fear are crossing the 
Atlantic ocean. It is showed that there is an American fever among Swedish 
companies. Even though Asia and the Eastern Europe can represent a viable 
option, the dream about America is growing stronger each day among the top 
managers of the Swedish companies. Counting only the last ten years, the 
number of employees in Swedish subsidiaries in USA is more than redoubled. 
And  more and more Swedish corporations are to be found at the desired 
American market (Ripås, 2005).  

In the case of Swedish companies going to USA, Ripås (2005) presents 
that there is a big risk of losing money in USA. The Swedish-American 
Chamber of Commerce in New York has seen the need for giving warnings to 
the Swedish companies about to invest money in USA. They are tired of seeing 
the Swedish companies coming to USA, wasting millions of kronor by simple 
mistakes and inconsiderate investments. The Swedish-American Chamber of 
Commerce in New York argues that the big companies often can afford to 
make these mistakes and still survive, but the small and medium-sized 
companies very often don’t have those resources, so that can be devastating. 
Also, many companies have unrealistic expectations. Very few have the 
endurance or the financial resources to learn from their mistakes. Instead of 
learning from the mistakes every new generation of CEOs see themselves as 
the ones that know how to make investments in USA.  
 Lars Ågren, from the Stockholm School of Economics is interviewed in 
the documentary and makes comments deriving from his doctoral thesis 
”Swedish Direct Investment in the USA”. He argues that in challenging 
markets as the American market, the investments come in waves, that is, for a 
period of time there are a lot of investments, and the next there are less. 
Mistakes are made and that leads to fewer investments for a period of time, but 
then people tend to forget the mistakes and only see the opportunities again. 
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There is a “shoal of fish” mentality in the business world, which means that if 
you see other companies doing investments in a certain place you want to do it 
yourself. The company managements will make the same mistakes over and 
over again in USA. They think in terms like: That was then, now it’s different, 
or, that was them, we are going to make everything a little better. When 
thinking like this the managements ignore the difficulties. The basic 
characteristics of the market is still the same, and the cultural differences are 
the same, so it would be useful to study others who have been doing this to see 
which mistakes they made and learn from that. But people often want to just go 
for it and learn things on the way, instead of planning properly before starting 
(Ripås, 2005).  
 

2.5.2 Organizational considerations 

 When SMEs decide to start an internationalization they also decide to 
change the company’s structure. Most companies that are only in domestic 
markets have only one location from which they are acting. When going 
international they need at least a new department that is responsible for the new 
activities, regardless of which form of internationalization is chosen. To go 
abroad requires a detailed planning based on an analysis. Weber (1997) puts a 
strategic environmental impact study as the starting point of the decision about 
internationalization of a company. According to her the analysis should give 
information about companies environment and help by showing chances and 
risks to choose a strategy. It is important to do this analysis without the 
predefined intention to start an internationalization process, because the result 
of the analysis can also be not to internationalize at all (Weber, 1997). If a 
company decides to start an internationalization the analysis helps to concretize 
the choice of country or region to expand to. The result of the analysis can 
show that a chance to expand can be to go abroad, even if a company did the 
analysis without thinking of this. The analysis itself distinguishes three sub-
analyses: analysis of global business environment, analysis about influence of 
regulative groups and industrial sector analysis/branch analysis. 
 Global environment and regulative groups includes the political and 
legal environment, the economic environment, the natural and sociocultural 
environment and the technological environment. The analysis should include 
the current situation and give advice about future development of the 
mentioned factors. The challenge is to pick the relevant information affecting 
the own company from these results. The political and legal environment 
includes the state, legislator and political development that can influence the 
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company in the form of laws, regulations and commandments. Political 
stability depends on the political system, possible domestic conflicts and 
political tendencies like nationalism. The monetary policy is directly 
influencing possible exporting activities or other forms of internationalization. 
The national laws according  working environment, unions etc. are an 
important location factor. A stable political situation might be positive for long-
term decisions, e.g. strategic expansion to a specific country to reach a wide 
area or region. Some countries have support programs for foreign investors or 
offer other kinds of facilitation of trade. The legal environment is separated into 
supranational, international and national law. Supranational law, like the law of 
nations, is true for all countries, international law is true between certain 
countries that have declared it to each other, while national law is only locally 
true and can differ a lot depending on the country. To get information about 
local law tends to result in difficult work but is essential if a company start 
trading there. 
 The economic environment includes the gross domestic product, the 
growing rate of the national economy, inflation and the level of debt. Some 
countries may have protectionist policies like currency import and currency 
export restrictions or tolls. Tolls can be intended to protect a country or a 
region like a free trading area. This may complicate trade beyond the border 
but when having a subsidiary alleviate the trade within the area. Countries that 
are members of a free trading area often intend to limit import and enhance 
FDI. An interested SME might be forced to start with FDI instead of a different 
form of internationalization when going to such a country (Weber, 1997). 
 Natural and sociocultural environment means as well the geographical, 
topographical and infrastructural situation as the society and values and norms 
of it. While the first point is important for decisions like transportation costs 
and location decisions, the second point is important for establishing a 
company and preparing existing personnel to go abroad and also understand 
and manage the local personnel, suppliers, customers, etc. To plan the kind of 
organization in the target country is a very important point and was one of the 
most important experiences Big Image made when opening their German 
subsidiary. Ripås (2005) presents that more and more researchers are showing 
interest in cultural aspects of the business world. The difference between 
Swedes and Americans, for instance, are much bigger than many people tend to 
think, and that causes Swedes in America to misunderstand the Americans’ 
intentions. Frank Landy is a psychologist and expert on national characteristics 
in the business world. For over 30 years he has been studying differences and 
problems that arise when different company cultures meet. Many times he has 
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seen Swedish companies going to USA with a lot of enthusiasm, and then get 
their dreams destroyed. He advices Swedish companies not to trust so much in 
the promises they get in USA. “Everything you see is not real. Take what you 
heard and then divide it by two.” It is very common that Swedish companies 
misjudge the big enthusiasm for their products that they meet in USA, and they 
feel cheated when it doesn’t lead to business being made. Therefore, important 
aspects as the sociocultural environment, society values and norms have to be 
considered when thinking about going abroad. The Swedish-American 
Chamber of Commerce in New York explains that if you are to get established 
in Japan or China, for example, you understand already from the beginning that 
this is going to mean problems, that is, you see that there are big differences 
and diversities that need to be taken into consideration, but when it comes to 
the USA most Swedes think that they know the country because of all the 
popular culture and so on they get from there. And because of that Swedish 
organizations ignore or underestimate the big cultural differences that exists. 
 The technological environment affects the identification of relevant 
technologies as well in the domestic market as in the foreign market. This helps 
to see if there is a technological competitive advantage or if it is possible to sell 
an older product in the target market and have a price advantage. An example 
might be car manufacturers that are producing outdated models in emerging 
markets like China or India and use their experience to enter the market. A lot 
of SMEs are component suppliers and have to consider the state-of-the-art of 
potential customers. Regulative groups are stakeholders like investors on the 
one hand and organizations that are supporting the SME on the other hand. 
Stakeholders might influence the decision by expecting growth through 
internationalization. Unions might fear that going abroad is decreasing 
domestic work and has a job reduction as an effect. Last but not least the 
customers might be very important to consider, since the move of production of 
a customer might be forcing a component supplier to follow the customer. 
 When finishing the analysis the company has to decide the kind of 
internationalization (if it decides to do it at all) and to formulate a strategy to 
implement the intentions. We show two approaches: Ayal and Zif (1979) 
strategy and strategy due to Porter (1986). Ayal and Zif characterize the degree 
of internationalization depending on the number of segments and countries a 
company is acting in. This leads to four strategies: The first strategy means to 
concentrate on the treatment of just a few countries with a similar structure of 
customers. This is good if similar customers are to be identified in different 
countries and the market entry barriers are not too high. The second strategy 
focuses on few countries but a larger variety of product-segments. This is 
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successful if the success on the learning curve is fast and the segments are large 
enough. The third strategy suggests to keep the variety low but the number of 
markets high. This is good for companies with a specialized portfolio and a 
high number of potential customers. The fourth strategy is to offer a wide 
variety in many markets. This is for companies with a large product portfolio 
and a lot of potential customers. To identify the kind of company Ayal and Zif 
(1979) developed Figure 2.7: 

 
 

 
 
 

Figure 2.7: Market Expansion Strategies (Ayal, I. and Zif, J.; 1979, p. 86) 

 
 

Porter (1986) differs between multidomestic and global strategies, which 
are the two ends of a spectrum. The multidomestic situation happens in 
branches with competition in certain countries that are independent from the 
world market. Porter recommends an internationalization if a company has 
advantages in the competition and will compensate the costs of 
internationalization with this advantage. 
 In a global branch the competitive position of a company is depending 
on its positions in other countries. In this situation Porter recommends four 
strategies that differ in competitive and geographical range: 
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Figure 2.8: Competition in Global Industries : A Conceptual Framework (Porter, M.E., 
1986; p.46) 

 
 

 When considering which alternative to choose, the company needs to 
classify which advantage it wants to reach. When a company choose a strategy 
it has to start the  realization of the internationalization process. This realization 
depends on the form of internationalization. In general there is a tendency that 
the headquarter which is the base of a company is in the beginning the center of 
the company. From this location all decisions are made and the management 
that starts to establish the new subsidiaries is selected in the domestic country. 
When establishing the subsidiaries in the new market there is a trend of getting 
more and more independency from the headquarter. At the beginning all 
activities like marketing strategies and personnel decisions where centralized, 
but the longer a subsidiary exists the more decisions are taken there. The 
company could localize marketing strategies and individual product range to 
face possible problems due to independency of the subsidiary from the 
headquarter. 
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2.6 Swedish and German findings  

In this section we condensate and present interesting findings about 

internationalization of Swedish and German firms. 

   

2.6.1 Swedish Findings 

 The industrialization driving force of Sweden was the foreign demand, 
particularly foreign demand for timber (Carlson, 1979). Then came the iron and 
the steel, and in 1871, the forestry products and the products previously 
mentioned were more than half of the total exports, according to Carlson. The 
last sentence reveals the implicit internationalization of Swedish industry from 
the beginning of its gestation. The same author indicates that Sweden is a small 
country and small countries have greater need to export and import than large 
countries. We prefer to show Carlson’s intact text which better explains 
Sweden’s situation: 
 
 A growing industrial company in a small country is dependent on foreign countries 
not only for orders and sales, but also for new ideas. Contacts with other cultures and 
knowledge of foreign languages are essential. Small countries are also more dependent on 
international agreements and on international organizations than large countries are. 

(Carlson, 1979; p.61) 
 

The factors mentioned above are important to get a quick insight into 
specific conditions influencing the process of internationalization of Swedish 
firms. McKiernan (1992) specifies that reasons behind the rapid FDIs of 
Swedish companies in the late 1980s and early 1990s were low levels of 
national productivity, high unit-labour costs, shortages of skilled labour, among 
others, coupled with a liberalization of exchange controls. Thus, it seems that 
reasons for the very early internationalization were more related to growth, and 
as Vahlne and Nordström (1992) observe, most of the early Swedish 
internationalizers probably experienced limited, if any, competition from 
foreign firms, so the motive for their internationalization was not to compete 
but just to grow. Competition is an important factor considered at this point and 
it is of strategic importance also in further research by Blomström (2000), 
whose general view is that the Swedish multinationals would not have survived 
international competition in the long term if it had not been possible for them to 
produce abroad. But interesting questions as which type of operations to move 
abroad and which type remains in the home country turns out. The last because 
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Blomström indicates that Swedish Multinational Corporations (MNCs) expand 
their more advanced activities abroad and keep the low wage operations at 
home, causing lose of Sweden’s comparative advantage in highly advanced 
production. Anyway, the Swedish high internationalization of operations, their 
importance and influence may not be denied. According to a study on Swedish 
owned groups with business operation abroad, in 2002 there were 858 Swedish 
international groups with nearly one and a half million employees, of which 
close to one million were abroad  (ITPS, The Swedish Institute for Growth 
Policy Studies, 2004). The study concludes that it is mainly service groups 
where the number of employees abroad has increased and in Sweden, it is 
mainly manufacturing groups which have experienced a decrease in the number 
of employees. With this evidence in mind, it is not possible to deny the 
importance of internationalization in Swedish firms. 

Considering the pattern of internationalization, Welch and Luostarinen 
(1998) point out that in the Nordic case the overall pattern was one of gradual, 
sequential development of international operations: a process of evolutionary, 
sequential build-up of foreign commitments over time. The same holds, 
obviously, for Swedish firms which patterns are best described by the Uppsala 
model and its establishment chain. In Johanson and Wiedersheim-Paul (1975), 
it is stated that many Swedish firms start international operations when they are 
still comparatively small and they gradually develop their operations abroad. 
From the same source we know that a characteristic of the internationalization 
process of most Swedish firms is a gradual internationalization, rather than 
large, spectacular foreign investments. Finnish research (Welch and 
Luostarinen, 1998) revealed a process of evolutionary development not only in 
terms of the depth of operational mode, but also in terms of the diversity of 
modes used, as well as in product offerings and the range of markets 
penetrated. The same has been noticed in the Swedish case, with the gradual 
development of the sale offers into systems or package. Skills and knowledge – 
called by the authors as software – were added to the hardware sale until a 
more complete problem-solving package was on offer.  
 Another characteristic of the present times, according to Vahlne and 
Nordström (1992), is that the environment has changed considerably during the 
last decades and fewer and fewer industries are by the early 1990s nationally 
structured. Thus, it is reasonable to think that firms look for alternative paths to 
rapidly establish in a foreign market. Welch and Luostarinen (1998) point out 
that acquisition has become a more important consideration because of the 
stronger global competition, and it can also be considered as a potential way of 
obtaining faster access to a developed international market or network. In the 
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Swedish case, there has been a high frequency of acquisitions of foreign 
companies since 1970 (Forsgren, 1989). The growing popularity of acquisitions 
can be seen in calculations presented by Forsgren, showing that the percentage 
of FDI passed from 39% between the 60s-70s to 61% between the 70s-80s.  
 According to all the findings discussed in this point, Swedish firms are 
described as firms following a gradual internationalization process, even 
though we are aware that any generalization deserves evaluation of a firm’s 
single situation. As an example we have the Born Global firms whose pattern 
of internationalization is not equal to the gradual one. Also, the variety of entry 
modes by firms like acquisitions can be seen as an indication of the desire by 
companies to short-circuit the process of gradually building-up activities in 
foreign markets over time (Welch and Luostarinen, 1998). 
 

2.6.2 German Findings 

The SMEs are traditionally a main factor in German economy and 
Germany is also a very export-oriented country. While the GDP from 1969-
1990 grew 150%, the grow in export was three times higher. In the last decades 
the trade between industrialized countries grew the most between the three 
largest export countries USA, Japan and Germany. 30% of the German export 
was sold in these countries. The most important branches are car-
manufacturing, machine-production, chemical industry and electronic products. 
In 1998 the German industry was achieving 47% of its sales out of Germany. 
This includes export as well as foreign subsidiaries. While in the past only 
multinational companies were able to participate in the global market, these 
days more and more SMEs are following the international way. 
 According to the Deutsche Gesellschaft für Mittelstandsberatung, in the 
year 2020 the SMEs want to rise the international sales from 30% in 1999 to 
50%. This is a challenge that especially smaller companies have problems to 
fulfill by FDI, according to the mentioned problems. The German companies 
prefer exporting products that are produced in Germany. The high level of 
wages and restrictive laws lead to reconsideration of some countries to start 
FDI while other countries that started production in Eastern Europe think of 
coming back since the quality was in no relation to the cost advantage. An 
example is the office supply manufacturer Herlitz that came back from Poland 
while a company like Grohe (manufacturer of valves) is going the opposite 
way. In 1999 the kinds of internationalization were distributed as follows: 
export (50%), import (36%), licenses (2%), joint ventures (2%), subsidiaries 
(4%), associated companies (6%). The high level of export results from the 
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idea of a lot of companies to keep independent and responsible for their own 
product. An export strategy helps to sell the products but some disadvantages 
are lack of contact with the market, little control over market price because of 
tariffs and lack of distribution control, and risk of unbalanced relationships 
(Hollensen, 2004). Other reasons for hesitation are the problems with 
bureaucracy and managing a subsidiary. 
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3 Task Specification 
 In this chapter we look more in detail into the research questions 

explaining the challenges they represent and how we are going to deal with 

them. The delimitation of the thesis is also presented in the last section of this 

chapter. 

 

3.1 Problem Analysis 

The intentions of our thesis can be found and assimilated in the 
introductory chapter. There we presented, among other points, the purpose and 
the research questions of our study. It is now time to clarify the way we are 
planning to achieve the mentioned purpose and give a satisfactory answer to 
the research questions. We have divided this section in two parts. These two 
parts represent our two research questions. First, we want to clarify that the Big 
Image Model can be seen as a representation of a situation. This means, the 
model will help us to analyze specific internationalization events through time. 
With this in mind, the first research question will drive us to the sum of 
situations (or internationalization events) which results in a picture of the 
international development of the firm.  
 The second research question is posted in every market the firm is or 
was actively competing, with the intention of zooming the international events 
occurring in each market and answering questions related to their planning and 
decision making. 
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3.1.1 Developing a picture of internationalization - Research 
question 1 

 
� How has Big Image’s internationalization process developed until now? 

 
 To answer this question we are going to consider and document the 

development of the internationalization process of the firm from the 
entrepreneurial perspective. That is, we are going to know the process by 
describing the international events of the company and the interpretation of the 
firm, meso- and macro- environments and strategy in each of those events by 
the entrepreneur. Doing this, we are using the entrepreneurial perspective 
aspect of our Big Image Model (see section 2.4 Big Image Model in chapter 2).  

 The internationalization development of the firm has been impelled and 
shaped by the entrepreneur/s since the first decision towards international 
involvement was taken. We are going to be able to identify who was or were 
the entrepreneur or group of entrepreneurs during time periods of the process. 
We will also be able to assign an entrepreneur’s typology to each entrepreneur 
or group of entrepreneurs involved. 
 
 

3.1.2 Looking inside the planning and decision maki ng - Research 
question 2 

  
� To what extent were the dimensions of internationalization of the Big 

Image Model  considered during the internationalization process of the 

firm? 

 
 For this question, according to our model, we are going to answer the 

where’s, how’s and what’s when planning internationalization, as well as the 
elements to be considered related to the organizational structure (departments, 
finance, personnel). This second research question is dependent on the first 
one. The first question will give us a structure of ordered internationalization 
events: the internationalization process. Based on the first question, we will be 
able to know the markets the company is or was actively competing in. Now 
we want to know how the planning and decision making were reasoned and 
done for each market case. In our model, we refer to planning as the 
consideration by the company of the dimensions of internationalization: where, 
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how and what, when making decisions about each market. Planning also 
includes organizational structure considerations by the company. 
 The information required for answering both questions was obtained 
from the top management of the firm. More details about the way the 
investigation was conducted can be found in the next chapter (Method). 
 

3.2 Delimitation 

 Our study, as explained in 2.3.4 (Categorization matrix) is constructed 
on the basis of the process approach theory. That means the economic approach 
of internationalization is not treated. One of many models representing the 
economic approach theory is, for example, the transaction cost analysis (TCA) 
model. The TCA model has been criticized by Hollensen (2004) for its narrow 
assumptions of human nature, representing an important disadvantage and 
limitation of the model. For reasons of our thesis, the economic approach 
models (as the TCA) mean a big limitation because of the size-characteristic of 
the company under study. We are interested in the analysis of a medium-sized 
enterprise, and Hollensen (2004) highlights the relevance and importance of 
personal factors when studying the internationalization of SMEs. Anyway it 
was not only because of the degree of importance when analyzing SMEs that 
we didn’t treat the economic approach in the present thesis. Personal interests 
and time constraints were also playing an important role when selecting the 
focus of our thesis. 
 We also would like to clarify the scope of our study in terms of our 
personal activities. During the thesis, we considered ourselves as organizers-
assemblers-analyzers of modern internationalization theory and company 
experiences within the field. Our intention was to create a solid documentation 
of the international process and experiences of the company. This 
documentation offers as an output a theoretical model, which can be used as a 
tool for looking at and analyzing the internationalization of the firm. The 
present study doesn’t predict the future, indicating to the company the way to 
do business or carry out its internationalization with safe results. The intention 
of the study is to present, to those who really have the experience and 
knowledge of doing business for the company, a theoretical framework for 
analyzing Big Image’s internationalization process.  

 Another important delimitation, that can be inferred from the ideas 
above, is that the present study is a descriptive study. The scope of the thesis is 
the same as that for descriptive studies. Our thesis deals with the description of 
the internationalization process of Big Image through the use of a theoretical 



- 54 - 

model. We believe that additional benefits might turn out from this description. 
More than benefits, we may call them side effects of the project. These side 
effects, taken and adapted from a lecture at Linköping University by Möller 
(2005), are: 
  

� Structuring creates insight: “Description is the best prescription” 
� The information collected can be used in other projects 
� Possibly, the company under study needs to answer “unpleasant 

questions” when being asked or interviewed to ensure a proper study. 
 

 Summarizing, with the ideas presented above, our intention was to 
delimitate the scope of the thesis. With this in mind, we feel confident to 
continue with the presentation of the next chapter, that presents the 
methodology followed during the study. 
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4 Method 
 In this chapter we discuss the methodology used in this study. That is, in 

the first section we define our type of investigation. In the following section the 

research methodology is discussed. Finally the procedure followed to collect 

the empirical data during our study is presented.  

 

4.1 Our investigation 

 

Analysis method 
 Yin (2004) explains that when an empirical analysis of a single case (in 

our case, Big Image’s internationalization process) is to be carried out, it can be 
done in either of two general ways, as follows: 

 
a) Description and explanation of the single case, to provide information 

concerning its present state, and the dynamics through which it 
continues as it does. Called by the author as particularizing analysis. 

 
b) The development of empirical generalizations or theories through the 

analysis of the single case, using it not to discover anything about it as a 
system but as an empirical basis either for generalization or theory 
construction. Called as generalizing analysis. 

 
 To be more specific, the author indicates that the particularizing analysis 
uses previously known generalizations to help make particular statements. 
Whilst, on the other hand, the generalizing analysis attempts to utilize the 
particular case in developing general statements. Our investigation attempts to 
be in the particularizing analysis. We selected and utilized internationalization 
process models to obtain one final model to describe our single case study. The 
so called Big Image Model, supported by the literature treated in the frame of 
reference, is used to analyze the collected information obtained. The intention 
is to answer the research questions, achieving that way the defined purpose of 
the thesis. Later on, in 4.2, we explain the case study approach as a research 
strategy. Next we clarify the qualitative aspect of our investigation. 
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Types of research 
 Two types of research methods, according to their purpose, are found: 
qualitative and quantitative. Our thesis is a qualitative study. An argument for 
this is that factors influencing over the process of a firm’s internationalization 
may be better identified from a qualitative case data, given that the 
investigation takes a holistic, longitudinal view and within a real-life context 
(Farhang, 2001). Therefore, for the purpose of our study, qualitative research is 
better defined as the research that involves analyzing and interpreting texts and 
interviews in order to discover meaningful patterns descriptive of a particular 
phenomenon (Auerbach, 2003). 
 According to Jensen (2002), on the other hand, quantitative research is 
primarily concerned with demonstrating cause-effect relationships, so a 
hypothesis is placed and it has to be tested and a tentative statement of a 
relationship between two variables is persecuted. The same author indicates 
that the aim of quantitative data collection and analysis is to produce findings 
which lead to the acceptance or rejection of a specified hypothesis. Even 
though the hypothesis testing is not unique to quantitative research, it is one of 
its fundamental elements, and almost a required aspect of quantitative research. 
Another important aspect mentioned by the same author is that quantitative 
research methodologies generate numerical data, and once numerical data have 
been collected, they need to be analyzed through statistical techniques. In our 
study, we are not demonstrating any cause-effect relationship, nor are 
relationships between variables analyzed statistically. We are interested in 
describing and analyzing a particular phenomenon based on a theoretical 
model. Therefore, our investigation can be found in the qualitative research 
approach. 
 

4.2 Research method: The case study 

Case study is one of the so many qualitative methodologies that can be 
found. Auerbach (2003) mentions that the field of qualitative research is quite 
diverse and some other methodologies included in this approach are participant 
observation, fieldwork, ethnography, life histories, textual analysis, critical 
cultural history, among many others. Yin (2003) argues that the case study 
method allows investigators to retain the holistic and meaningful characteristics 
of real-life events – e.g. individual life cycles, organizational and managerial 
processes, international relations, and the maturation of industries. The same 
author clarifies that case study is the preferred strategy when “how” or “why” 
questions are being posed, when the investigator has little control over events, 
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and when the focus is on a contemporary phenomenon within some real-life 
context, as in our situation.  
 In this section we present the case study methodology as our research 
strategy. The presentation of the case study as a research strategy is taken and 
adapted from Yin (2003), where not otherwise stated. 
 

Defining case study as a research strategy 
In addition to the ideas presented previously, the case study is useful for 

us because in this research strategy the topics of decisions, individuals, 
organizations, processes, programs, institutions and events are the major 
focuses. In our investigation we are interested in presenting our case and collect 
data in a proper way. The case study gave us the basis to do that. Our case is 
the Big Image internationalization process which handles with decisions, 
individuals, organizations, events and processes; all of them topics considered 
by the case study research. Important questions in a case study are, how were 
the decisions taken, why and how were they implemented, as well as 
individuals and organizations considerations, that is, their processes and 
contexts, their perceptions and influences. When reading all these ideas, it 
seems that we are repeating over again the purpose and the theoretical frame of 
references of our study, the reasons why we are developing the present thesis. 
 So far, the justification of this research method has been treated. To 
conclude with in this part, we mention that our study is defined as a single case 
study. Multiple-case studies is the other variant within the case study design. 
Through single case studies, as with single scientific experiments, it is not 
possible to make generalizations, there are special techniques developed 
through multiple-case design to assure certain generalizations. To carry out a 
multiple-case study is out of our scope, but maybe that could be the next step 
for another thesis. 

 
Design of the case study 
 We have our Big Image Model for analyzing our case study evidence. 
We are interested in considering the design implications of the case study 
methodology, for the achievement of reliability and validity of our 
investigation, and also for the collection of data. The author argues that four 
tests have been commonly used to establish the quality of any empirical social 
research (case studies being one of such social research). The tests are: 
 

� Construct validity: establishing correct operational measures for the 
concepts being studied. 
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According to the author, to meet the test of construct validity, an 

investigator must be sure to cover two steps: 
 

1. Select the specific types of changes that are to be studied (and relate 
them to the original objectives of the study) 

 
2. Demonstrate that the selected measures of these changes do indeed 

reflect the specific types of change that have been selected 
 

For example, we satisfy the first step by stating that we plan to study the 
internationalization process of Big Image. The second step now demands that 
we also justify why we might be using exports, sales subsidiaries, productions 
facilities abroad as our measure of internationalization development. 
 

� Internal validity (not for descriptive or exploratory studies) 
 

This test is valid only for explanatory or causal studies, that means it is 
not relevant in our case. 
 

� External validity: establishing the domain to which a study’s findings 
can be generalized. 

 
The author explains that this test deals with the problem of knowing 

whether a study’s findings are generalizable beyond the immediate case study. 
For instance, if the study of internationalization process focused on one 
company (Big Image), are the results also applicable to another company? We 
obviously intuited the answer to that question, and referring to the author we 
know that the generalization is not automatic. A theory must be tested by 
replicating the findings in many companies where the theory has specified that 
the same results should occur. Anyway, the justification for this test is that the 
theory of internationalization process of SMEs (in our case), that lead to a case 
study in the first place is the same theory that will help to identify the other 
SMEs to which the results are generalizable. It is, then, a question of 
replication. As explained in the previous point, the replication is conducted by 
multiple-case designs that are not treated in the current thesis. 
 

� Reliability: demonstrating that the operations of a study – such as the 
data collection procedures – can be repeated, with the same results. 
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The author points out that the goal of reliability is to minimize the errors 

and biases in a study. That means, for example in our case, that the objective is 
to be sure that if a later investigator is doing our Big Image case over again, 
following the same procedures as described by us, the later investigator should 
arrive at the same findings and conclusions. The author also mentions that one 
prerequisite for allowing this other investigator to repeat our case is to 
document the procedures followed by us. In addition, the author concludes that 
without such documentation, we could not even repeat our own work. We’ve 
been implicitly dealing with the reliability test during the whole development 
of our study. We have been following a “protocol” for conducting our master 
thesis. That means, we have structured our contents and developed our study 
according to a planning report facilitated by the Department of Economics and 
Management (EKI) at the Linköping University. We have tried to make as 
many steps as operational as possible and conducting the research thinking 
about a clear understanding of what we were doing in every chapter and section 
of the work. In the analysis chapter of our thesis we document, in an 
operational way, the analysis carried out by the Big Image Model. Evidence for 
case studies may come from six sources: documents, archival records, 
interviews, direct observation, participant-observation and physical artifacts 
(Yin, 2003). Interviews was the used evidence source for the current study. In 
the next section, we present our data collection procedure. The next section has, 
therefore, the goal of approaching reliability in that important aspect. 
 

4.3 Interviews 

The empirical case study of our thesis (Chapter 5) was built primarily 
on personal interviews. Secondary data, such as the web site and documents of 
the company together with low structured narrative interviews, was also used 
in the introductory and empirical case study chapters of the thesis. We have 
interviewed the owner-manager of the company, who has personally taken part 
in the decisions and implementation of the firm’s international decisions. After 
this, the final case study was obtained. Next we present theory related to 
interviews. 

 
An interview is an interrogation by one or more interviewers with the 

intention to get personal information or facts. It is one of the essential sources 
in case studies to receive information (Yin, 1994). The empirical social 
research is establishing the theory about interviews. It distinguishes between 
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certain kinds of interviews depending on the kind of communication, the 
degree of standardization and the structure. The kind of communication can be 
face-to-face, paper-on-pencil (questionnaire), on telephone or online. The 
degree of standardization has a range from open to completely standardized, 
where standardization means the way questions and answers are given. A 
completely standardized interview might have all questions written in advance 
and all answers are either standardized like a range (e.g. a scale from 1-10) or 
the interviewed person can choose between given answers the best fitted. We 
chose – like in most case studies according to Yin (1994) – an open-ended 
interview as the proper way. We had five interviews mainly with Werner 
Schäfer, founder and manager of Big Image, to get the necessary information. 
The first three interviews were low-structured interviews (called narrative 

interviews and explained later on in this section), with the purpose to visit and 
get to know the company and listen to the inquiries of the top management of 
Big Image. At that time we were looking for an agreement about the topic of 
our thesis. The fourth interview was a high-structured interview, based on a 
questionnaire developed on the basis of the theoretical model of 
internationalization of our thesis. The fifth interview was carried out by phone 
with the purpose to complement missing information from the fourth one.   

In general the kind of interviews are distinguished into three main 
groups: oral, written and on phone. An interview on the phone is often used to 
get many interviewees that are selected by the interviewer. It is mostly used for 
polls and the results have to be analyzed by statistical methods. Therefore this 
kind of interview is very standardized, often supported by a special software to 
provide a dynamic questionnaire, and does not fulfill our  requirements. A 
written interview with a structured static questionnaire is also used for mass-
interviews and therefore standardized. A written interview is often sent by mail 
and the interviewee must be able to fill it out without support by the 
interviewer or poller. We chose to do oral interviews because they could 
provide the best opportunities to get the needed information, however a phone 
interview to fulfill some missing points was required. 
 The oral interview is divided into structured and unstructured interviews 
but mixed forms often appear in reality. The unstructured interviews are often 
open interviews, too. This  kind of interview is often like a talk with a main 
topic, while a standardized interview often has a questionnaire with so called 
closed questions with given answers, yes-or-no answers or a scale. The design 
of the interview shows, if it is a singular or a repeated interview, if only one 
person or a group of persons is interviewed. Next we show different interviews 
depending on the degree of structure: 
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� Low structured: expert-interview, group discussion, explorative 

interview 
 
� Medium structured: guided talk, group interview, Delphi method 

 
� High structured: interview with one person and questionnaire 
 
 The three first interviews were narrative interviews as introduced by 

Fritz Schütze (1977) and which falls into the category low-structure interview. 
The narrative interview is characterized by the complete open developing of it 
and the way the interviewed one is talking. The intention of this kind of 
interview is not to confirm a hypothesis but to let the interviewed person 
narrate his or her view about the situation, e.g. the story for a biography. In our 
case it was Werner Schäfer’s view of Big Image in terms of history, presence 
and future with focus on points related to our area of studies. We carried out 
three narrative interviews and asked only a few questions that are not 
necessarily prepared in advance but arise spontaneously within the interview. 
The interviews were as follows: 
 

� 1st of July 2005, Facility in Täby – Stockholm. 
Interviewees: Werner Schäfer (CEO of Big Image Systems International 
AB) and Johanna Schäfer (Deputy CEO) 

 
� 4th of July 2005, Facility in Täby – Stockholm.  

Interviewees: Werner Schäfer and Martin Crabo (Floor Staff) 
 
� 29th September 2005, Facility in Stahnsdorf – Berlin.  

Interviewee: Werner Schäfer   
 

 It is desirable at the first part of a narrative interview that the 
interviewed one is not interrupted and terminates by her/his own. The 
interviewer should not argue in this phase or comment. This might be allowed 
in a later phase of the interview. After this phase the interviewer and the 
interviewed might formulate the conclusions together. In our case the final 
conclusion, after three narrative interviews, was the reaching and agreeing on 
the topic of the present thesis: the internationalization process of Big Image. In 
addition, we got insight and general company information used in the first 
chapter of this thesis. 
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The five phases of a narrative Interview: 

1. Explanation-phase: The interviewer explains the interview method and 
asks for permission to record the interview (if needed). 

2. Introduction: The interviewer explains the important aspects of the 
interview, which in our case were the situation and developing of Big 
Image, with focus on possible topics within our study area, to reach and 
agree on a final topic for our thesis. 

3. Narration-phase: The interviewee talks as long as he/she likes and has 
something to tell. Breaks to remember are an important part of this 
phase. 

4. The inquiry-phase: This phase is for questions the interviewer made in 
advance and  which are not yet answered in the interview, or for 
questions that emerged during the interview. 

5. Conclusion-phase: In this phase interviewer and interviewee can discuss 
the interview and talk about impressions and experiences they got. At 
the end they might formulate a résumé or a conclusion. 

 
 The narrative interviews were followed by a high structured interview 
with Werner Schäfer in Berlin the 14th of December 2005. The interview was 
audio-recorded. In this interview we used a prepared questionnaire to get more 
specific information about the situation at Big Image based on the developed 
model. The questionnaire was sent by e-mail to the person interviewed before 
the meeting. The interview was high-informative because the person 
interviewed got the chance to prepare the answers. To develop the 
questionnaire we used the theory described in the following section. The 16th of 
January a phone interview was carried out and recorded with the purpose to 
obtain some missing information from the previous interview. 
 

4.4 Questionnaire 

For the interview of the 14th of December 2005, we decided to develop a 
questionnaire to get more specific answers from Werner Schäfer with respect to 
the internationalization process of Big Image. A questionnaire can be on paper 
or electronically. These days the online version becomes more and more 
popular because it is easy and cheap to realize and can reach many people in 
the whole world, if necessary. The electronic questionnaire can also check the 
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answers while doing the interview / poll with respect to plausibility. This helps 
the poller to collect useful information and filter wrong answers. Wrong 
answers can result from intended mistakes or by accident if the questions are 
not clear. To avoid this a questionnaire should be always formulated clear 
without ambiguity and not expect too much knowledge of the interviewees. 
The last point is not relevant at an expert interview which is developed for 
specialists who should have a high knowledge about the topic. In our case we 
have an expert-interview with the owner of Big Image, so all information 
should be available. As mentioned above we decided to have an oral interview 
with a questionnaire on paper instead of an electronic one or a complete online 
interview. Paper questionnaires are without the control mechanisms the 
electronic have but in our case this is not important. We have the interviewer as 
a control mechanism and can see and correct mistakes while the interview takes 
place. By explaining the questions and giving feedback an interviewer is the 
best way to reach correct answers, although with the risk of bias on behalf of 
the interviewee. To avoid bias a relaxed atmosphere and a certain degree of 
sympathy between interviewer and interviewee are useful. 

Before using a questionnaire it must be developed. The developing has 
to be optimized to the later use of the questionnaire. About developing of 
questionnaires exists a lot of literature and theory that would extend the 
possibilities of this thesis, which is focused on the internationalization of Big 
Image. So we used the relevant information that were available to provide a 
proper questionnaire for our requirements. First we had to decide about the 
form of the questionnaire. We decided to have open questions that are intended 
for an undefined aim. The style is neutral because we ask a professional person. 
We also avoided to bring the answer with the question because we do not want 
to approve a hypothesis – this is a common mistake. We also avoided questions 
that are to be answered with a simple yes or no. These questions can be useful 
at interviews with a limited time span, but we had enough time to expect 
formulated answers. We started with some general questions which could be 
seen as a kind of warming-up questions, followed by questions about the time 
before starting internationalization. During these questions we explained the 
possible certain steps of internationalization so the interviewee could transfer 
them to the own company. Then we asked questions about each step of 
internationalization – the same questions for all steps. The last set of questions 
was about the markets where the company is or was present and all questions 
were the same for each market. The important point in this questionnaire was 
the possibility to be flexible and change some parts or add questions within the 
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interview because the interviewer was involved in the project and can react 
instantly. The questionnaire can be found in the Appendix 1.  
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5 Empirical study 
 In this chapter the empirical case study is presented. The case study is 

about Big Image Systems AB and its internationalization process. The case is 

descriptive and it is matched against theory in the analysis chapter. 

  

5.1 Big Image Systems AB 

 Big Image is a company that produces big prints on several materials 
and related products like the mounting system Flex-It and also sells ways of 
communication. The large prints are mainly used for advertising at buildings, 
trade fairs and PR-events. Furthermore customers from the movie, theater and 
opera business use the possibility of big images as backdrop as well as for 
scenery. 
 Big Image was founded in 1991 by Werner Schäfer, a former industrial 
photographer, in Stockholm. The company has continuously grown for the last 
15 years. Today it sells its products in many European countries and the USA. 
This case study shows the internationalization process of Big Image so far in 
chronological order from the setting-up of the business until today. 
 

5.2 Background 

Werner Schäfer worked as an industrial photographer when he first got 
in contact with the technique of printing big pictures during a business trip to 
Australia. He was so enthused about it that back in Sweden he decided to get 
into that business.  
 The market for large prints in general was quite young. In the 1980s it 
began to rise when the technology enabled companies to produce these prints 
for acceptable costs. Former photo-based technology allowed printing pictures 
with a size of about 1 m². To get bigger prints these pictures had to be 
assembled.  One pioneer in the industry of large prints was the British company 
Scanachrome that had produced large prints since 1987. It is a company 
division of Service Graphics which was founded in 1961. Werner Schäfer 
became sales agent for that company for Sweden in 1981 and founded an own 
company called Bildcentrum ScanaPrint in 1987. After this company had 
bought a used Japanese airbrush printer from the US-company 3M it started 
business in Sweden. Now ScanaPrint was able to print 4.5x3.5 meters on the 
new machine but the machine turned out as undependable and difficult to use. 
Werner Schäfer developed an instrument to measure the suction power and was 
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therefore able to improve it, compared to the American company 3M that 
closed their factory due to the handling of the machines. Another advantage 
was the material to print on, because instead of inflexible materials like vinyl it 
was possible to print on certain kinds of fabric. The product was easy to fold, 
wrap and deliver. In that time, it was clear for Werner Schäfer to 
internationalize sooner or later because the Swedish market was too small for 
Big Image to grow.  
 

5.3 Early years 

 In 1991 Bildcentrum Scana Print was renamed to Big Image Systems 
AB. Since the local market was too small when Big Image started the business, 
they tried to find sales agents right from the beginning – even as a small 
company with four or five people working there. The first customers on the 
domestic market Sweden were a museum and a trade fair constructor. These 
kind of customers were the most important group in the past. Even today 
museums and theatres are a main pillar. 
 When Big Image started with their first machine they had the situation 
that theirs was a new machine on the market. This machine had not been 
available before and Big Image had to make sure that it worked right. They had 
to acquire this knowledge by themselves. In the company there was no 
competence before in relation to that machine. There was only the will to run 
the business, the will to succeed, Werner Schäfer says. Many times Big Image 
was close to bankruptcy. Only permanent research and development prevented 
them. One important step was the mentioned improvement of the jets of the 
first airbrush machine to avoid a blocking of these jets. This way of 
autodidactic knowledge became one of the core competences of Big Image. 
Also today this is one of the factors for their success. 
 Another aspect Big Image had to deal with was the fact that a market 
analysis they had made at the beginning said that their product was not needed. 
This result caused the loss of a potential investor. Still Werner Schäfer and his 
members of staff were not demoralized by this and kept going on. 
 Big Image does not see the large prints as a way to advertise things but 
as medium to communicate and bring messages to people. Werner Schäfer´s 
idea to introduce this new way of communication in several markets led to a 
strategy of expansion in form of agents in several European countries. As 
innovator, Big Image had to handle the introduction as well as the 
announcement of the product in almost all markets. Due to the geographical 
position the first market abroad was Finland in the early 90s. This and the fact 
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that the contact person was found through personal connections, shows that Big 
Image had a very pragmatic way to start internationalization. It did not follow a 
scientific strategy on purpose. In the early years it was very important for Big 
Image to use contact persons that were known from the time when the company 
was sales agent itself. The establishment of Big Image’s first sales agent was 
very successful in the beginning. This contact person was a former owner of a 
photo lab and therefore more or less familiar with the field of prints in general 
and large prints in particular. According to Werner Schäfer in the early days it 
was their strategy to find reliable persons from the photo business and ask them 
to become sales agent for Big Image. Trade fair constructions and the boat 
industry were the first customers in Finland. 
 The next step on Big Image’s way of internationalization was Denmark. 
This time the responsible person was found by an advertisement in a local 
professional interest magazine. The reasons to choose Denmark were the same 
as to choose Finland – it is close to Sweden and has a similar culture and 
market structure. The initializing products were trade fair constructions as well 
as some outdoor products. Norway was also considered from the beginning, 
with exports via agent. Those Scandinavian countries were addressed from the 
start, the early years of exports for the company. In 1992 exports via 
independent agent to Germany started. The next country Big Image exported to 
was France in 1995. This country was a new step for the company because it 
was a non-Nordic country for the first time. This had a lot of consequences. 
France is three times bigger regarding to population than Sweden, Denmark 
and Finland together, 60 million to 20 million citizens (German Department for 
Foreign Affairs, 2006), and has a different cultural background. The reason to 
expand was the estimation that the Big Image products fit with the country, but 
also personal affection of Werner Schäfer to France. This decision shows again 
that Big Image’s expansion was driven by the entrepreneurial engagement of 
Werner Schäfer and his instinct to find a promising market. A closer 
consideration showed also that the competitor Scanachrome was relatively 
weak. So they decided to start in that market and to compete to Scanachrome. 
The process of entering the market was a mix of the first two approaches. This 
time a French friend of Werner Schäfer visited companies that were working in 
that area. One company made cinema advertising – painted pictures which 
were common in these days. They liked the Big Image concept very much and 
became Big Images partner as a local sales agent. Due to the focus on cinema 
advertising of the new partner the initial products were pictures for cinemas 
and department stores. For one department store they made large prints, 20 x 20 
meters, that were changed every 2 months. 
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 The last step of export activities was exporting to the USA in 2002. 
Asked what the reasons for this market were, Werner Schäfer answered: “We 
started because of the new air-brush technology which established on the 
market in 1997 and was also adapted by us and our former French partner. So 
suddenly there were a lot of competitors. But we had good knowledge about 
some products in the theater area, because one of our employees was a former 
staffer at the “Komische Oper” in Berlin. So we knew that what we could offer 
cheaper and better and what stage designers could not create on their own or 
just with high costs. So we focused on the theaters and developed products that 
were not available on the world market. That’s why we built the large machines 
like the 12-meter machine here in Stahnsdorf – which is unique – that serves 
this market. That makes us and our products unique. So we thought that 
America has a big theater market and we simply focused on this group of 
customers. We hired someone to analyze the market for us. He approached this 
target group, asked them and they answered that it is interesting. So he reported 
to us that the market is actually interesting. Then he made the next step and 
visited them again and said: now you can buy. And then the customers started 
to buy. And today this analyst is our sales agent in the USA.” The entire time 
Big Image offers products strictly for the movie and theater market in the USA. 
This was the first time they planned from the beginning to offer not the 
complete product range and also sell products under a label of an American 
company. The reason for this is a different mentality of American customers. 
They order late and prefer products made by American companies. Big Image 
estimated the situation right from the beginning and so they were able to double 
their turnover in USA in 2004. 
 

5.4 Expanding to Germany 

 The expanding to Germany in 1993 was one of the most important steps 
for Big Image. When Werner Schäfer thought about it for the first time, he 
planned to open only a sales subsidiary and no further plans for production 
were considered. Big Image opened a sales subsidiary knowing that the 
German market has about 80 millions citizens and is one of the biggest markets 
for advertising in Europe. Werner Schäfer – a native Berliner – chose the 
capital Berlin – with about 3,5 million citizens, the biggest German city – for 
the office. They sold the whole product range from the beginning. With the 
KaDeWe they got one of the most famous department stores as a customer. The 
competitor Scanachrome tried to open in Gothenburg, Sweden, a sales 
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subsidiary, but they stopped because the market was  young and small, while 
more competitors appeared in the German market. 
 In 1995 there was an opportunity to expand the production and build an 
own machine of even bigger size than the one Big Image had before. This 
chance was enabled by a financial support program from Brandenburg. 
Brandenburg is the federal state that is located around Berlin. “This decision to 
give support was the cause for us to invest, because we could finance our 
machine and build it ourselves. The support was 50% so it was very important. 
The machines of the competitors, that were not as good as ours, cost around 4-5 
million SEK and for this price we sold ours, too. So the support financed our 
direct costs. In 1995 there were no good machines except ours on the market 
and at that time we still thought to sell a lot of them. But even these machines 
did not work perfectly either, so we did not start selling them at this point.” So 
Big Image opened a production place for prints in Stahnsdorf, a city right next 
to Berlin, and began full production in 1996. 
 Now Big Image was able to produce in Germany and could deliver to 
German customers very quickly. The competitor Scanachrome had three 
offices in Germany but no production place. Thanks to the machine with a size 
of 12 meters Big Image also could explore new market niches in other 
countries. 
 

5.5 Today’s situation and outlook 

 Today Big Image is one of the largest producers of big prints and the 
only one that is able to print 12 meters in a row on almost every fabric. Thus in 
2003 Big Image produced the world’s largest image on fabric. This was a 
project developed for the German market and carried out at the production 
facility in Stahnsdorf. This shows a trend at Big Image: to specialize on certain 
niches like big prints on fabric and primarily for the opera and theatre market.  
 The company has 60 members of staff (35 in Sweden, 25 in Germany) 
and some sales agents in several countries. In Finland, Denmark and Norway 
they terminated sells, in France they substituted the sales agent and in USA it is 
still the same. The current strategy is to export customer-specific, which means 
that they search for theatres and stage designers particularly for their 
specialized products. They write to them to introduce Big Image and the 
products. According to Werner Schäfer today it is one of the challenges Big 
Image is confronted with: describe the products and the concept to customers, 
sales agents and the employees. To support this, Big Image started to document 
the activities taking place at the company to define their work. 
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 The product range includes printing on sails and almost all kinds of 
fabric. “The most important thing is not to offer a wide and uncontrolled 
product range but to have a specialized product mix. That’s our strategy: to 
diversify and not only to say that we can print on all fabrics and materials 
inside and outside. We ask: do you want this product?” Werner Schäfer says.  
 
 The products can be classified as follows: 
 

� Exteriors: murals, posters and flags for buildings’ facades. 
� Décor: backdrops, environmental images for events and meetings, music 

and stage, films and TV.  
� Interiors: room decoration, stores’ displays in shops and malls, flooring. 
� Exhibition: large formats for exhibitions, fairs and museums. 
� Shapes: large formats with shapes. 

Big Image sells mainly big pictures, digitally printed, but they also offer 
the service of installation and related presentation products. The so called 
FlexIt System makes it possible for the customers to install smaller images (e.g. 
at trade fairs) on their own. FlexIT-solutions consist of different parts made of 
aluminum that you can combine to make your own, individual fastener system 
including lightening. It was patented by Big Image in 1999. This system was 
once developed by Big Image to support the big prints. Today this system is so 
successful that it is an own product often sold separately from prints. Its 
advantage is low weight and there is no need for special tools to assemble it at 
the customers place. One year after this, Werner Schäfer stopped taking part in 
production activities. Another self-developed product is the Big Image intra-
system, a production planning and control software that was released in 1993. 
It enables them to follow an order from the reception to the release and to 
coordinate the production of all ongoing orders. In March 2006 the third 
version will be released as the result of its success. 

Furthermore, the concept of Big Image, as said before, is not only to sell 
physical products but also ideas and the possibility to express a message by 
using communication through a big picture. To reach this goal, Big Image 
always spends a lot of time and money in research and development of 
machines and production techniques. They try to integrate high-tech, low tech 
and “no-tech“ to a high quality end-product. 
 Until this day, one of the largest assignments for the firm is Big Image’s 
U.S.P. that is the ability to print on almost all kinds of fabric up to 3500 square 
meters. Another project is to take large photos of Berlin from an airplane so 
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people would have the chance to walk over the whole city and observe their 
own neighborhood from above, as if they were flying over it. 
 The Big Image group is completely owned by the Schäfer family and 
consists today of four parts (see Figure 5.1 below): 
 
1. Big Image Systems International AB (Works with international projects and 
overall business strategy). 
 
2. Big Image Systems Sweden AB (Responsible for production projects in 
Sweden). 
 
3. Big Image Systems Technologies AB (R&D, Design and development of 
machinery and materials used in production). 
 
4. Big Image Systems Germany GmbH (German subsidiary with production 
and sale). 
 
 

 
 

Figure 5.1: Outline of  Big Image 

 
 
The production facility in Täby (north of Stockholm) is about 3200 

square meters large. It has five machines including a digital airbrush machine 
from the American company Vutek. The production facility in Stahnsdorf 
(south of Berlin) is around 2000 square meters large and has also five machines 
including the unique 12-meter self-developed and -built one. Both plants have 
also an administrative complex in addition, where R&D, administration and 
customer support takes place. 
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The annual turnover in Sweden is between 35 and 38 million SEK. In 
Berlin it is 20 million SEK per year. Between 1995 and 2002 Big Image was 
even able to double its turnover. The position as a rising company supports the 
relation to the suppliers, which have mostly come from Germany right from the 
beginning. When Big Image started business the suppliers did not take care for 
Big Image. Today the suppliers have own catalogues for companies that 
produce large prints and even take advices from experienced customers like 
Big Image to offer new fabrics. 

To plan the future expansion and developing, Big Image started to 
change the management structure. Still it kept its philosophy of organization: a 
flat hierarchy with responsibility for everybody. Depending on different 
leading cultures the German facility has more supervisors compared to the 
Swedish one, but still less than the German average. After initiating activities 
in USA, Andreas Skantze – Big Image Sweden, Werner Schäfer and Johanna 
Schäfer – Deputy CEO, decide these days about Big Image’s future.  

Now the management structure is as follows: Werner Schäfer is the 
CEO of Big Image Systems International and therefore responsible for Big 
Image Systems Sweden AB, Big Image Systems Germany GmbH and Big 
Image Systems Technologies AB. He is also CEO of the German company due 
to the German law system that gives a CEO more power than in Sweden – e.g. 
he is able to close the company down. CEO of the Swedish company is 
Andreas Skantze. Werner Schäfer’s daughter Johanna Schäfer is the Deputy 
CEO.  

Big Image today finds itself in a global market. Especially competitors 
from China and low wage countries compete in mass market sectors like 
outdoor installations. Big Image’s strategy for the future is to avoid this sector. 
They focus on the opera and theatre market where the paid prices are higher. 
Since the USA is a big potential market in that sector, Big Image plans to 
intensify the export and is even thinking of opening a new plant where they can 
produce in more flexible ways, and also avoid taxes as well as custom tolls. 
Due to the mentioned character of the American market they might produce in 
cooperation with an American company because products from an American 
company can be sold better. 
 If Big Image can handle the coming challenges as they did in the past 
they have a prospective future to stand against competitors from all over the 
world, from USA to China, to participate in a market that was largely founded 
by Big Image. 
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6 Analysis 
 In this chapter we use the Big Image Model developed in section 2.4 of 

chapter 2 to describe and explain the internationalization process of Big 

Image. The chapter is divided in two parts with the purpose of answering the 

two research questions of the thesis.  
    

6.1 Entrepreneurial perspective aspect of the Big I mage Model 

 As stated in Chapter 3 (Task Specification), the entrepreneurial 
perspective aspect of the Big Image Model helped us to develop a picture of 
internationalization of the company. In this section we answer the first research 
question: 
 

� How has Big Image’s internationalization process developed until now? 

 
 Individuals interpret their environment, and their interpretations 

influence their decision-making and international strategies (Andersson, 2000). 
The process of internationalization can be seen from the distance, after a certain 
time has passed by. We believe that the process is directed and shaped by the 
entrepreneurs. It is argued, according to Andersson (2000), that individuals 
follow trends that all individuals follow but, however, different ideas about 
doing business exist during the same period. The Big Image Model tells us that 
the entrepreneur interprets the Firm, the Meso-environment (Industry) and the 
Macro-environment. He/she uses this interpretation when implementing the 
firm’s overall Strategy, which decides the firm’s Internationalization 
(Andersson, 2001). We have the entrepreneur(s) directing the 
internationalization process. From the discussion in chapter 2 (Frame of 

Reference) we assume that internationalization is a process of incremental 
resource commitment to the foreign markets and acquisition of foreign market 
knowledge.  

 

6.1.1 Internationalization development 

 Next we present the internationalization process of Big Image Systems 
AB guided by the establishment chain (see Figure 2.2 in chapter 2) and the 
entrepreneurial perspective of the Big Image Model. The analysis of this point 
is summarized in a table presented in Appendix 2. 
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No regular export activities (1980 – 1987)  
As stated by the establishment chain, Big Image started from this 

position. No regular export activities took place up till 1987 when the company 
was officially founded, that is, became independent. The entrepreneur during 
this period of time was Werner Schäfer, who was the owner and manager, and 
also took part in daily production activities of the company. The firm, 
according to Schäfer, in this initial state was focused in the well-functioning 
and the acquirement of knowledge about its recent production system. The 
meso-environment was interpreted by Schäfer as promising in the sense that no 
direct competition existed in relation to their state-of-the-art production 
technology. The attention of the macro-environment was on the non-
membership of Sweden in the European Union.  

Having the last perceived situation in the firm, meso- and macro- 
environments, the strategy of the firm was to try and start finding export agents 
from the beginning. Schäfer perceived an opportunity in the local and 
international market based on this state-of-the-art production technology, and 
saw that the Swedish market was too small to introduce a complete new 
product. But first, potential customers in Sweden were perceived and clinched. 
Sweden was the first market. 
 

� Meso-environment: New, growing industry 
� Firm-environment: Technical knowledge 
� Strategy: Product, Production development  
� Internationalization: None  

 

Export activities via agents (1987 – 1993) 
 The next step in the establishment chain is the export via agents. 
Commitment to specific foreign markets is increased by exporting, and foreign 
market knowledge can also begin to be acquired. Export activities began the 
same year (1987) as the company became independent and was founded. The 
first agents were located in Scandinavia: Norway, Denmark and Finland, and in 
1992 the company started with agents in Germany. The entrepreneur in this 
period was Werner Schäfer, the owner and manager, also involved in 
production operations. The firm was growing in number of employees and in 
1988 started its own R&D division. In the meso-environment there was one 
direct competitor in Scandinavia and Germany, the same British company Big 
Image used to be an agent for. The suppliers were few due to the newness of 
the industry and there was only a few fabrics to print on. Big Image tried to 
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increase its suppliers offer. The macro-environment was seen as similar as in 
the previous period. 

With this environment, the strategy was aimed at introducing new 
technology and present it in the new-starting market. Let’s remember that Big 
Image based its competitive advantage on state-of-the-art production-
technology and that no similar products were out in the market at the time the 
company started with export activities. Schäfer was aware that Big Image was 
impelling its own market.  
 

� Meso-environment: New, growing industry 
� Firm-environment: Technical and Marketing knowledge 
� Strategy: Product, Production development and Active international 

marketing strategy 
� Internationalization: Push internationalization: exports to Scandinavia 

and Germany  
 

Sales subsidiaries (1993 – 1995)  
 According to the establishment chain, the opening of sales subsidiaries, 
in the markets where the firm had export activities at the beginning, is the next 
step. From the discussion in chapter 2 (Frame of Reference) we know that this 
next step implies a gradual increasing of resource commitments, and also leads 
to wholly different market experiences and information for the firm (Johanson 
and Vahlne, 1977). In 1993 Big Image opened a sales subsidiary in Berlin. The 
entrepreneur at this period was Werner Schäfer, owner and manager of the 
firm, involved in production activities. The firm installed the first version of the 
Big Image intra-system. At the meso-level more competitors in Germany 
appeared. Scanachrome tried to start in Sweden, opening a sales subsidiary in 
Gothenburg, but they stopped because the market was small. Schäfer perceived 
that the German market was opened because of the presence of the competitor 
in the country. The macro-environment was seen similar as in the previous 
period. Looking back from today, no memorable changes occurred in the 
macro-level in Schäfer’s view.  

The strategy was focused on the entire German market without the idea 
of production.  

 
� Meso-environment: Growing industry 
� Firm-environment: Technical and Marketing knowledge 
� Strategy: Active international marketing strategy, Product and 

Production development 
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� Internationalization: Sales subsidiary in Berlin, Germany 

 
Production/Manufacturing facility (1995 – 2002)  
 The last stage in the establishment chain is the establishment of a 
production facility in a foreign market. Higher commitment of resources is 
done and more foreign market knowledge than in the previous stages is 
reached. The entrepreneur was Werner Schäfer, whose activities as owner and 
manager were combined with production activities up to 2000. Big Image 
developed and constructed their first printer to establish a production facility in 
Germany in 1995. Big Image’s innovative R&D gave results, pushed by the 
situation of the meso-environment, in which absence of such a printer on the 
market made the company produce its own machines, and they became the only 
producers of them. Also, at the meso-level an interesting financier appeared: 
the government of Brandenburg with support in the form of capital investment 
subsidy. Schäfer took the decision of passing from sales subsidiary to 
production facility, mainly by the financing of the government. At the macro-
level, Schäfer also considered the membership of Sweden in the European 
Union as an important factor influencing the decision of FDI in Germany. The 
firm doubled the turnover of the company and the German facility began full 
production in 1996. 

The strategy was aimed at being closer to the market, especially to the 
capital city Berlin where no competitors were found at that time. Big Image 
also saw that transportation costs and delays in deliveries were a disadvantage 
before the production establishment. This FDI in Germany was also seen by 
Schäfer as a chance to survive and grow. 

Also, in this period Big Image started exports to France. Here the 
perception of the meso-environment by Schäfer was that the competitor 
Scanachrome was weak in the French market and possibilities to compete 
against them existed. It was a competition between agents of both companies, 
and the perception was that the competitor’s agent was not that strong. In the 
meso-level new air-brush technology released on the market caused the 
appearance of many competitors, whilst at the firm-level new machines adapted 
from this new-released technology were developed at the German facility.  

The strategy followed aimed at launching unique products to the theater 
market, not available in the world market at that time. 
 

� Meso-environment: Growing industry 
� Firm-environment: Technical and Marketing knowledge 
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� Strategy: Active international marketing strategy, Product and 
Production development 

� Internationalization: Production facility in Germany and exports to 
France 

 

Export via agent to USA (2002 – 2005)  
 The production facility in Germany was a reality, its own R&D division 
was parallelly working with the R&D division in Sweden. Both facilities serve 
the local and international markets. More insight in the German market has 
been obtained since the production facility establishment. In 2002 Big Image 
started to export via agent to USA. The strategy focused on the niche theater. 
The entrepreneur in the first year of this period was Werner Schäfer, CEO of 
the Big Image conglomerate (Big Image Systems International AB) and with 
no daily activities in production. Until Big Image started in USA, Schäfer was 
the only one taking internationalization decisions. After that, more persons 
were involved in the decision making: Johanna Schäfer (Deputy CEO) and 
Andreas Skantze (CEO of Big Image Sweden). At the meso-level, many 
competitors appeared in the outdoor sector, and most suppliers were from 
Germany. Big Image also produced the world’s largest image on fabric in 
2003. At the macro-level the EU changed the rule of accounting system 
between Germany and Sweden. At the firm-level the company doubled its 
turnover in USA in 2004. They had a strong financial situation and they 
installed a new accounting system.   
 

� Meso-environment: Growing industry 
� Firm-environment: Technical and Marketing knowledge 
� Strategy: Active international marketing strategy, Product and 

Production development 
� Internationalization: Exports to USA 

 

6.1.2 Entrepreneurship type 

 In this point we analyze the type of entrepreneur or entrepreneurs Big 
Image had during the different periods of its operations. Andersson (2001) 
analyzed Swedish firms by an entrepreneurial perspective and found that 
different types of entrepreneurs appear at different stages of an industry’s life 
cycle. The author identifies three different types of entrepreneur: the technical, 
the marketing, and the structure entrepreneur. These entrepreneurs implement 
different international strategies. In our case, Werner Schäfer has been the 
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entrepreneur of the company until Big Image started in USA. The discussion in 
this point is focused on Werner Schäfer as the entrepreneur, even though in the 
last period the company experienced a change in the entrepreneurship function, 
carried out by a group of entrepreneurs after 2002. The entrepreneur types 
developed by Andersson (2001) has to be considered cautiously, because it is 
not possible to classify entrepreneurs whose characteristics totally follow those 
described by the author. There should always be a middle point according to 
each specific situation. We can see that in 1987, when the company was 
founded, Schäfer’s type was a combination of technical and marketing 
entrepreneur. Schäfer had a strong drive for technical innovation while he was 
very interested in the quick internationalization of his company. No similarities 
with the structure entrepreneur are found because according to Andersson 
(2001) the basic assumption for this type of entrepreneurship is that the 
structure entrepreneur acts in mature industries and her/his strategy is 
implemented at the corporate level, and doesn’t directly intervene in 
operational matters; the structure entrepreneur is trying to restructure 
companies and industries by combining organizations, and new business ideas. 
Schäfer had at this time daily production activities and the industry was a new, 
growing industry because the market is often emergent or growing when an 
entrepreneur has a new idea for that industry (Andersson, 2001). It is assumed 
that the company’s marketing knowledge was a result of the previous years of 
work as an agent in Scandinavia and also the will to internationalize from the 
beginning is a proof of such a knowledge. Up to 1987, Werner Schäfer’s 
entrepreneurship can be summarized as follows: 
 

� Werner Schäfer’s entrepreneur type (1980–1987): Technical and 
Marketing entrepreneur 

 
 The period 1987 to 1993 showed a technical and marketing 

entrepreneurship-type again. Schäfer continued with technical assignments 
towards innovation and driving the marketing strategy of the company. Based 
on his experience as an agent and the perception of an opportunity to introduce 
new technology, Schäfer utilized this marketing and technical knowledge to 
push Big Image’s internationalization. Andersson (2001) argues that the basic 
assumption made by the marketing entrepreneur is that she or he has found a 
need in the market and has an idea of how to fill this demand. This idea was fed 
with the innovative production and product development the company had.  
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� Werner Schäfer’s entrepreneur type (1987–1993): Technical and 
Marketing entrepreneur 

 
 From 1993 to 1995 the type of entrepreneurship by Schäfer can still be 

defined as technical but with a major marketing orientation. The step ahead in 
Germany with the opening of the sales subsidiary allows to see this behavior. A 
structural entrepreneurship orientation is not possible to assign at all, even 
though the step forward in the establishment chain may be seen, not as a 
separate strategic goal, but a consequence of the overall strategy (Andersson, 
2001). However, such a structural entrepreneurship cannot be found, because 
the industry wasn’t mature and Schäfer was taking part of production activities. 
Instead of acting in a mature industry, Schäfer found out that the capital city of 
Germany was an unexplored option by the most important competitor. What is 
noticeable in this period, is a higher marketing entrepreneurship. Schäfer’s 
marketing oriented entrepreneurship pushed the company a step ahead in 
Germany. It is assumed by Andersson (2001) that the marketing entrepreneur is 
proactive in the internationalization process and is creating new channels to 
reach the customer. The focus, as Schäfer affirmed, was on the entire German 
market starting off from Berlin. In this period it can be assumed that Schäfer’s 
entrepreneurship was even more marketing oriented than technical oriented, in 
the way Big Image showed a proactive behavior towards the German market, 
establishing a fully owned subsidiary. On the contrary, Andersson (2001) 
argues that a technical entrepreneurship is often pulled by requests from abroad 
that can lead to exports or licensing agreement, that means, international 
activities that don’t require as much resources as fully owned subsidiaries or 
FDI.  
 

� Werner Schäfer’s entrepreneur type (1993–1995): Marketing and 
Technical entrepreneur 

 
 The period that went from 1995 to 2002 was an intensive and interesting 

one. During this period a production facility was established in Germany and 
exports to France started. In this period Schäfer’s marketing oriented 
entrepreneurship is more visible. He was still involved in product and 
production activities, but they were not the most important activities for him, 
instead the main focus was on the establishment process of the production 
facility. Andersson (2001) states that an important assumption of the marketing 
entrepreneur is her/his willing to develop new international ventures and 
choose establishment modes, such as FDI that requires lots of resources. The 
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production facility in Germany needed lots of resources, and the entrepreneur’s 
time was invested on this venture. Proactive behavior observed in France is 
another proof of marketing oriented entrepreneurship. Being proactive means 
that the entrepreneur decides to enter a market, and the decision doesn’t depend 
on the countries making inquiries for the products, as for the technical 
entrepreneur (Andersson, 2001). Within this period Werner Schäfer definitely 
stopped with production tasks. 

 
� Werner Schäfer’s entrepreneur type (1995–2002): Marketing 

entrepreneur 
 

 In the last period analyzed (2002–2005) Schäfer’s entrepreneurial type 
was found to be marketing oriented. In this period Schäfer was designated as 
CEO of the Big Image Systems International AB, a position with focus on 
international strategy. Based on state-of-the-art production technology, 
Schäfer’s marketing entrepreneurship pushed internationalization towards USA 
with focus on the market niche of theaters. 

  
� Werner Schäfer’s entrepreneur type (2002 – 2005): Marketing 

entrepreneur 
 

 Next, we present an integrated analysis of the internationalization 
process of Big Image. The intention of this integrated analysis is to tie up the 
concepts presented previously and close down the answer of our first research 
question.  

6.1.3 Integrated Analysis 

Until now, Big Image has followed the establishment chain pattern of 
internationalization in Germany. In other markets where Big Image was 
actively competing, like Finland, Denmark and Norway, the process was 
interrupted at exports via agents, while the activities carried out in France and 
USA held on at exports via agents up to 2005 (see Figure 6.1). In Germany Big 
Image has been following the same behavior that the Nordic companies 
followed in the Uppsala Model presented by Johanson and Vahlne (1977), 
starting from the situation of non regular exports to the establishment of a 
production facility. The Big Image Model helped us to find out such a 
behavior.  
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Figure 6.1: Big Image Foreign Operations over time  
(Based on Welch and Luostarinen, 1998) 

 
 
It is observed that the influence of the entrepreneur was decisive when 

interpreting the firm, meso- and macro- environments, to shape the followed 
pattern of internationalization. The internationalization events that the company 
carried out, as a product of entrepreneurial decisions, at the end gave us the 
general process of internationalization. If we look at Figure 6.2, we can find out 
that Big Image increased its market commitment in Germany and increased its 
geographic diversification when exporting to Scandinavia (over now), France 
and USA. Now, the question is if Big Image will continue increasing its overall 
internationalization by increasing its market commitment in France and USA or 
will only continue increasing its geographic diversification with sporadic 
exports to other markets/countries.   
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Figure 6.2: Big Image internationalization overview: an Incremental Approach 
(Based on Hollensen, 2004) 

 
 
Finally, we could also observe an evolution in the entrepreneurial 

function of Werner Schäfer. He gradually passed from being a technical and 
marketing entrepreneur to a marketing oriented entrepreneur. A marketing 
entrepreneur, according to Andersson (2001) is characterized by international 
push strategies and under her/his view the product is seen in a wider context, 
since the market channels and brands may be more important than the physical 
product. That’s the case of Werner Schäfer, whose production development 
activities yielded to international marketing activities when he stopped 
production activities and became CEO of Big Image Systems International AB. 
We also testified a change in the lead of the entrepreneurial function when Big 
Image turned from having one entrepreneur, proposing and deciding about 
internationalization, to have a group of entrepreneurs.   
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6.2 Dimensions of Internationalization of the Big I mage Model 

 
In this part of the analysis, we are going to answer the second research 

question: 
 

� To what extent were the dimensions of internationalization of the Big 

Image Model considered during the internationalization process of the 

firm? 

 
 We looked inside the planning and decision making utilizing the 

dimensions of internationalization of the Big Image Model. Now we are going 
to look at the where’s, how’s and what’s when planning internationalization, as 
well as the elements to be considered related to the organizational structure 
(departments, finance, personnel). Agndal (2004) suggests that it is possible to 
reduce international strategy to three main sub strategies: (1) which foreign 
markets the firm is present in; (2) which modes are employed; and (3) how 
foreign partners are selected. In our model, the first sub strategy refers to the 
Market selection (Where), whereas the second and the third subcategories are 
considered together in Market entry mode (How). In addition, our model 
considers Sales offers (What) as an important dimension when planning 
international strategies. The analysis of Big Image’s internationalization with 
our model allowed us to overview the way these dimensions of 
internationalization strategy were considered, together with a general insight on 
the situation of Organizational Structure to support international activities. 
    

6.2.1 Market selection (Where) 

 In this point we were interested to know if some systematic procedure 
was followed for the international market selection by Big Image. To what 
extent was this dimension of internationalization considered as a procedural 
activity when going international? Hollensen (2004) argues that identifying the 
right market(s) to enter is important for a number of reasons: 
 

� It can be a major determinant of success or failure, especially in the 
early stages of internationalization. 

� This decision influences the nature of foreign marketing programmes in 
the selected countries. 
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� The nature of geographic location of selected markets affects the firm’s 
ability to coordinate foreign operations. 

       (Hollensen, 2004; p. 218) 
 

 For the selection of the first international markets (Finland, Denmark 
and Norway), where the company started export activities, Big Image didn’t 
follow a systematic approach but the closeness of those markets to Sweden was 
the strong reason behind. Closeness in terms of psychic and physic distances. 
When asked about it, Werner Schäfer affirmed that these markets were selected 
because they were “close to us and it is Scandinavia”. When comparing how 
small and medium-sized enterprises and large-scale enterprises select markets, 
Hollensen (2004) argues that it is generally believed that SMEs and firms 
which are early in their internationalization process are more likely to use a 
psychic distance or other “rules of thumb” procedures than LSEs with 
international experience. We can also affirm that the former work of the 
company as an agent of Scanachrome for Scandinavia could have influenced 
the first international market selection (IMS) of the company, due to the 
existing contact with agents in that region. 

The selection of Germany followed the same reasoning as for the 
Scandinavian markets – with the important factor that Werner Schäfer is from 
Berlin – and also a market-size consideration was made. No systematic 
approach was considered for the selection of the German market. “Nearness, 
market size and interest” were the reasons for the selection of this market, 
according to Schäfer.  

It can be assumed that France represented higher psychic distance for 
the Swedish Big Image than the previous markets. Johanson and Vahlne (1977) 
observe that firms enter new markets with successively greater psychic 
distance. Evidently, major physic distance is observed. The selection of the 
French market wasn’t the result of a systematic approach. The decision was 
based on market size, the perception of weakness in the competitor’s agent in 
this market and Schäfer’s personal affection to the country.  

The selection of USA was based on market size considerations. Big 
Image’s innovative products for the theater niche made the company think of 
opportunities in USA: “America has a big theater market and we simply 
focused on this group of customers” affirmed Werner Schäfer. Even higher 
psychic and physic distances are present in this market (see point 2.5.1: Risks 

and Limitations of SMEs when going international) than in the markets where 
Big Image had activities at that time.  
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As we could observe, Big Image, internally, has not followed a 
systematic procedure for the executing of market selection. Hollensen (2004) 
argues – based on a study of recently internationalized US firms – that on 
average, firms do not follow a highly systematic approach; but those firms 
using a systematic sequence of steps in the international market selection also 
showed a better performance. However, he points out that often the 
coincidences and the personal network of top managers play an important role 
in the selection of firms’ export markets (especially in the first markets the firm 
exports to). Andersson (2001), on the other hand, says that there’s no one best 
selection of markets for a firm, and that different decision makers can see the 
market choice as a vital part of the strategy, while for others the selection of 
markets is reactive – a response to other players’ actions – or the selection is 
depending on the competitive situation in the industry. Nevertheless, Hollensen 
(2004) presents a pragmatic systematic approach to international market 
selection that consists in the following steps: 
 
Step 1 and 2. Defining criteria.                                                                      
The company has to make its own international market/country segmentation 
by: (1) Selection of relevant segmentation criteria. (2) Development of 
appropriate segments. 
 
Step 3. Screening of markets/countries. 
The purpose is to exclude markets/countries until the firm finds out the best 
target countries where the competitive advantages of the firm can be taken into 
account (choice of target). 
 
Step 4. Micro segmentation: development of sub-segments in each qualified 
country or across countries. The company develops a segmentation of markets 
within countries.  
 

It exists lots of techniques to carry out the steps presented above. Our 
intention when presenting the previous systematic approach was to illustrate an 
existing theoretical sequence of market selection. Our real and final intention 
was to find out to what extent Big Image was considering the market selection 
as a structured, systematic activity. It was evident that no systematic procedure 
was followed when selecting markets. 
 We agree with the idea that systematic procedures can give certain 
guidance and structure that may facilitate the way of thinking in specific 
situations. We don’t think rigid systems applied as receipts give automatic 
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results. Firms might find a middle point according to their specific situation and 
criteria. In addition, an interesting advice states that in making the international 
market selection, the firm must seek the synergy between the possible new 
target market and its own strengths, objectives, and strategy (Hollensen, 2004). 
We would also aggregate own weaknesses in the last sentence. 

6.2.2 Market entry mode (How) 

At this point, we know that Big Image entered and carried out 
international activities in three countries of Scandinavia (Finland, Norway and 
Denmark), Germany, France and USA, in that order. In this part, we want to 
know if Big Image followed a kind of strategy for the entry mode selection. 
Does Big Image have an institutionalized entry mode applicable to all markets, 
or does it combine different modes according to particular markets or 
situations? We know that the firm can choose many ways to enter new markets. 
Petersen and Welch (1999) argue that companies frequently use variation in 
mode combinations as a way of dealing with the differing demands of foreign 
markets. They suggest that mode combinations may be used as a company’s 
foreign market entry platform, or they might evolve through time, within and 
across different markets. Firms can decide to carry out different entry modes 
like exporting, licensing, joint venture, acquisition, alliance, sales subsidiary, 
manufacturing facilities, among others. Hollensen (2004) states that once the 
firm has chosen target markets abroad the question arises as to the best way to 
enter those markets. He considers the international market entry mode as an 
institutional arrangement necessary for the entry of a company’s products, 
technology and human capital into a foreign country/market. Next, we start 
presenting the analysis of  market entry mode in the Scandinavian countries: 
Finland and Denmark (Norway is not considered because information about it 
was not available. The only information available was that there’s no longer 
any agent).  

In Finland, Big Image entered with exports via agent. The reasons 
behind the decision of exporting, and not, for example, a sales subsidiary, as 
entry mode in Finland were not clarified at all. Anyway, we know that exports 
via independent agents could be considered as a low risk, low control and high 
flexibility alternative (Hollensen, 2004), a common option for companies that 
begin to think multidomestically (Daft, 2004). For the selection of partner, Big 
Image asked a person in Finland to recommend people working in the photo lab 
area. The recommended person started working with the company as an agent 
until he bought his own machine. The entry mode process stopped at exports 
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via agent. Today, Big Image doesn’t do business in Finland. Big Image lost 
contact with its agent. 

  
In Denmark, also exports via agent was the preferred entry mode option. 

The reasons behind the decision weren’t clarified. For the partner selection, the 
company posted an advertise in a professional trade magazine looking for a 
sales assistant. Big Image found an agent and started exporting. Nowadays, the 
process ended with no regular business in Denmark. Big Image lost contact 
with its agent. The company tried several times to find a new agent but it hasn’t 
been possible. 
 In France, exports via agent was decided as the entry mode option. 
Reasons for the selection of this entry mode weren’t clarified. Big Image 
contacted a French friend of Werner Schäfer, who helped Big Image to 
establish relationships with companies working in the area. The selected 
partner was a company that made cinema advertising. Big Image worked with 
this company as an agent until they bought their own machine – as in the 
Finnish case. Anyway, Big Image continued with exports via agent. The 
company found another agent who nowadays is working with them.  
 In USA, Big Image also entered with exports via agent. The reasons 
behind the decided entry mode weren’t clarified. The company hired a 
specialist who analyzed the market niche theaters in USA. Nowadays, this 
analyst is Big Image’s agent in USA.  
 In Germany, as in the rest of the markets, exports was the selected entry 
mode. No reasons for this were clarified. At the beginning, the partner switched 
from the British competitor to Big Image and started with exports. Further on, 
Big Image continued with a sale subsidiary and a production facility. 
  As we can observe, Big Image has considered exports via agent as the 
market entry mode in all different countries/markets. There’s no evidence 
indicating that Big Image had a kind of strategy for entry mode selection. 
Logically, an institutionalized entry mode didn’t exist, and even though the 
company exported in all markets, Big Image didn’t act the same way in the 
different markets when enrolling partners to export. In addition, the firm 
stopped doing business in those markets where the agents stepped out of the 
process (Finland, Denmark and Norway). An institutionalized entry mode in a 
firm doesn’t automatically mean a better or worse way to deal with different 
markets. Petersen and Welch (1999) argue that a mode concentration could 
imply the risk of becoming locked-in to the use of a particular mode, and it can 
prevent the company from using a combination of modes in creative ways to 
produce a wider and deeper array of foreign market penetration options. The 



- 88 - 

reasoning is, according to Hollensen (2004), that there is no ideal market entry 
strategy, and different market entry methods might be adopted by different 
firms entering the same market and/or by the same firm in different markets. 
Moreover, an interesting observation made by Andersson (2001) is that the 
choice of entry mode may not be the crucial decision in entering a market. 
Even though partner selection is part of the entry mode, he points out that 
finding the right people has more significance than entry mode per se. About 
the same, Delmar (2000) highlights that one of the major barriers to fast 
expansion is the lack of a competent work force. He argues that it is difficult to 
find people with the right competence profile so that the supply of labour does 
not match the demands of labour made by expanding business. At this point, 
more focus on partner as an important issue is made. Agndal (2004) considers 
that the partner is relevant and has to be taken into consideration. He highlights 
the increasing attention that the scholars are giving to it, and partner can also 
be defined as international joint ventures, alliances, networks, focal firms’ 
foreign partners or interconnected international relationships. The last, 
according to him, has provoked suggestions in the sense that 
internationalization of a firm can be seen as equating the totality of 
international relationships of firms.  

 After the last discussion, we would like to retake the intentions of our 
analysis in this part. We wanted to know if Big Image had a strategy for entry 
mode selection. The analysis showed no evidence of such a strategy. In 
addition we discussed that no ideal entry mode exists. Therefore, what we 
consider the most important point for firms is their own consciousness about 
what they are doing. Hollensen (2004) presents three different rules about the 
kind of strategy a company should use for the entry mode selection: 
 

� Naïve rule. The decision maker uses the same entry mode for all foreign 
markets. This rule ignores the heterogeneity of the individual foreign 
markets. 

 
� Pragmatic rule. The decision maker uses a workable entry mode for 

each foreign market. In the early stages the firm typically starts doing 
business with a low-risk entry mode. Only if the particular initial mode 
is not feasible or profitable will the firm look for another workable entry 
mode. In this case not all potential alternatives are investigated, and the 
workable entry may not be the “best” entry mode. 
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� Strategy rule. This approach requires that all alternative entry modes are 
systematically compared and evaluated before any choice is made. An 
application of this decision rule would be to choose the entry mode that 
maximizes the profit contribution over the strategic planning period 
subject to (1) the availability of company resources, (2) risk and (3) non-
profit objectives. 

 
(Hollensen, 2004; p. 277) 

 
With the information available, it seems that Big Image used the so 

called naïve rule. The company used the same entry mode for all markets. No 
evidence of systematic comparison and evaluation between different entry 
modes was found (strategy rule), nor was an alternative workable entry mode 
made in the Nordic countries when the first option (exports) failed (pragmatic 

rule). With the last discussion we finalized the analysis of this dimension of the 
Big Image Model. Next, the dimension sales offers is presented. 
 

6.2.3 Sales offers (What) 

 This point presents the markets in which Big Image was actively 
competing and describes the sales offers development in each market. We want 
to know how goods, services, know-how and systems offered to international 
markets were considered and handled. Welch and Luostarinen (1998) argue 
that as a company increases its involvement in international operations, there is 
also a tendency for its offering to foreign markets to deepen and diversify. 
They make the observation that over time the blending of hardware and 
software components is often developed into more packaged forms, 
representing project or systems solutions. 

In Finland the initial sales offers were mainly products for trade fair 
constructions. Other products were products for the boat industry. With the 
information available, no development of sales offers was observed because 
Big Image ended business in this market. In Denmark something similar 
happened, initially mainly products for trade fair constructions were exported. 
Sporadic exports of outdoor products are the offers nowadays. 

In France the initial offers were pictures for cinemas and for department 
stores. Nowadays the offers are products concentrated to theaters and movies.  

In USA the initial offers were products for theaters and trade fairs. Big 
Image has kept the product range they started with until now. 
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 In Germany the initial sales offers included all of the service and 
product range of Big Image. Because of the increasing commitment of the 
company in Germany, the sales offers have also been increasing. The offers are 
as wide as possible and they are continuously expanding. 

Big Image has a general export strategy for its theater products called 
customer-specific, which is directed to theater and stage designers, who are 
traveling worldwide working for different theaters. This way Big Image starts 
offering its theater products on the markets where the theaters are located. 
 

6.2.4 Organizational Structure Management 

  In this dimension of the Big Image Model, we are interested in knowing 
how the company prepared internally to support the international activities.  
 

Organizational considerations  
The company has a division that works with international projects and 

overall business strategy: Big Image Systems International AB. 
  

Personnel considerations 
 The personnel involved in sales is divided into vendors for inside and 
outside. The outside vendors are the export agents of the company. The 
communication among personnel and customers have been improved and 
facilitated by internet and related information technologies.  
 Big Image doesn’t have any sort of special personnel training related to 
international affairs. Not having such a training is considered a disadvantage by 
the company. The recruitment policies don’t consider special international or 
management skills profiles. Big Image doesn’t choose special people for 
international business. The company doesn’t have a written guide for personnel 
recruitment and development, even though Big Image considers it a problem 
how to get the right persons who understand their job and have the right 
contacts. Delmar (2000), presents the results of a plenary session of small 
growing companies, where it was concluded that human capital, rather than 
financial capital, was the most critical element of a successful expansion. A 
suggested remedy was the creation of various public as well as private 
organizations with the specific purpose of helping businesses to expand, 
providing personnel with competence in order to encourage and support their 
growth intentions. According to the conclusions presented by the author, once 
the needs of human capital are assessed and satisfactorily resolved, financial 
matters tend to solve themselves. 
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Finance 
When asked about an estimation of resources disposed to international 

operations, Big Image considered only the costs of market analysis and the 
estimated costs to open a sales subsidiary as the international oriented 
resources. We know from point 2.3.1 that the amount of resources committed 
on international activities is a more complicated issue than that. It includes, for 
instance, investment in marketing, organization, personnel, R&D and other 
areas. Big Image concluded, though, that the market analysis had a fixed prize 
and to open a sales subsidiary was considered quite cheap, around 1 % of the 
years turnover. 

At this point, the analysis part is concluded. Next, ideas related to it are 
presented. 

 
 Particularly in this section, the second research question was treated and 
satisfactorily answered. We got insight into the extent to which the dimensions 
of internationalization of the Big Image Model were considered during the 
internationalization process of the company, by thoroughly going through each 
dimension of the model. The exact degree of consideration that Big Image gave 
to each dimension is, of course, difficult to specify. Due to the characteristics a 
qualitative study implies (see chapter 4 Method), such an assignment of degree 
represents a big challenge because then a certain measurement scale need to be 
developed (possibly meaning another theme for a new thesis). The treatment 
given to the mentioned dimensions during the development of the analysis has 
had the intention to invite Big Image to reflect.  

Generally, the Big Image Model was generated and used as a whole, to 
analyze the internationalization process of the firm. By doing this, the purpose 
of the study was persecuted and reached. 
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7 Conclusions 
 In this chapter the thesis is reflected and concluded. We have divided the 

chapter in three parts: the first related to what have been done, second, our 

findings and reflections, and third, further research. 

 

What have been done: 
 We have developed the Big Image Model to help us analyze the 
internationalization process of Big Image Systems AB. The factors considered 
in the model and their relationships helped us to satisfactorily describe and 
explain the past international behavior of Big Image. The model considered the 
entrepreneur/s as the driving force behind the internationalization. The so 
called entrepreneurial perspective part of the Big Image Model helped us to 
construct a picture of internationalization of the company under study. 
Additionally, the dimensions of internationalization of the model allowed us to 
look inside the planning and decision making when going international.  
 We got information about Big Image Systems AB from interviews, 
visits to the production places in Berlin and Stockholm and secondary data. We 
collected knowledge about SMEs and internationalization theory from many 
different resources like books, articles, websites, TV and former knowledge 
from school lessons. Based on that material, and after exhaustive analysis and 
selection, we developed an internationalization model for Big Image. The case 
study methodology allowed us to handle and develop the real life situation of 
our study.    
 

Our findings: 
 During the study we got insight into the internationalization process of 
Big Image Systems AB. It was clear that Big Image started its international 
activities very early – the same year it was founded – and that they continued to 
be active in their internationalization process. Therefore, after analyzing Big 
Image with our theoretical model, we found out that the velocity of the 
internationalization events of the company might be an additional factor to 
consider in the entrepreneurial perspective aspect of the model. We guess that 
this velocity factor could be related to different characteristics of the 
entrepreneur/s when deciding and realizing the internationalization events, e.g. 
age, academic background and interests, self criticism, attitudes, among others. 
Maybe, the velocity factor is also affected in a different manner if the 
international decisions are taken and realized by a lonely entrepreneur or a 
group of entrepreneurs. While a single entrepreneur may decide independently, 
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a group of entrepreneurs may carry out a different decision-making process. On 
the other side a group may divide work among themselves. 
 We could observe and conclude that the entrepreneur played a central 
role towards internationalization. The Big Image Model showed us Werner 
Schäfer as the entrepreneur influencing and driving the internationalization of 
the company. He passed from being a technical entrepreneur with marketing 
activities to being only a marketing entrepreneur. The internationalization 
process followed a certain logic according to treated theory: first the closer 
countries in Scandinavia, followed by more distant countries. Market-size 
considerations were made but personal preferences and personal networks of 
Werner Schäfer played an essential role. It was interesting to see that Big 
Image was grabbing opportunities when they appeared and that the planning of 
the internationalization was not following a certain "institutionalized" rule. The 
markets selected were entered by chances, personal perceptions, personal 
networks and maybe luck. A good timing and taking chances are important 
factors evidencing the entrepreneurial perspective. When analyzing with the 
model we got to know that Big Image wasn't following any market 
segmentation by countries or regions. Big Image has increased its geographic 
diversification, delivering worldwide from Berlin or Stockholm based on 
product orders, which makes internet and modern communications highly 
important. We found a company that exported sporadic to many countries from 
the above mentioned facilities, that exports regularly to France and that is 
considering to increase its commitment in USA. A transformation in the 
entrepreneurial function started to take place, passing from one entrepreneur to 
a group of entrepreneurs. Big Image entered all markets the same way: exports 
via independent agents. We could observe that no alternative market entry 
modes were tested in the markets where Big Image stopped doing business.  
 We can affirm that Big Image, as many SMEs, is allocated in an 
industry characterized by insignificant economies of scale and specialized 
demand. They switched competition fields from a wide product range including 
every kind of possible customer to a narrow range focused on opera and 
theatres. In such a situation, the expectations to succeed is mainly based on 
high levels of customer service. Closeness to the markets is, absolutely, a pillar 
concept. Supply chain management aspects as flexibility, delivery times, 
production mix, short lead times, among others, are also important tasks to 
achieve desirable service levels. Big Image has managed to deliver from two 
facilities. On the other hand, innovation is a common and important 
characteristic among SMEs to compete and survive. It was evident that Big 
Image has taken competitive advantage from that. Another interesting 
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observation was – as for many SMEs – the lack of personnel and managerial 
time for internationalization. Even though Big Image counted with a division to 
support international strategy, personnel and recruitment policies towards 
increment of international capabilities weren’t found. 
 
 

Further research: 
 The standardization and documentation of all operating sequences of the 
studied company could be intensified. Big Image started to collect this 
information and to store it but there is no specific concept or “package”. One of 
the advantages of Big Image is their knowledge as well in production as in 
handling the developing processes. Therefore, further research about 
knowledge management could be an important theme. 
 The core competences of the firm should also be studied and defined. 
Without this knowledge a further internationalization might be hard to manage.  
 The alternative uses and effects that new technical advances in 
communication could have on internationalization is also an interesting topic.  
 We didn’t carry out multiple-case studies, that could maybe be a next 
step of another thesis.  
 To a certain extent, the generated model didn't consider the velocity in 
which the internationalization events of the company took place. It would be 
interesting to consider that factor in a specific manner. For instance, further 
research about optimal group composition of decision makers, with respect to 
velocity of the internationalization, may be an interesting field. 
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Appendix 1 – Questionnaire  
 

Developing a picture of internationalization 
The interviewer has to keep on mind that she/he is going to conduct the 

interview in a chronological order. The dates are implicitly important to be register by 
the interviewer. The questions are grouped according to the establishment chain (no 
exports, exports, sales subsidiaries and production/manufacturing). Anyway, the order 
of the internationalization process of the company can absolutely vary and not follow 
the establishment chain. In that case, the direct interview gives the flexibility to 
consider such cases and the interview would be allowed to take its own direction. 
 
General questions about company – Warming-up questions 
 
How many employees does the company have? 
 
Which branches do you think the company is in? 
 
How was last years turnover? 
 
What legal form of a company is it? 
 
Do you have a human resource department? / How many people work there? 
 
Would you call it a family owned business? 
 
What would you call your position? 
 
No export activities  
 
1. Right before the company started exporting or been involved in any other 
international activity:   
 

- What was the strategy followed right before export or any other international 
activity (e.g. home market dominance, diversification of product development, 
etc.)? 

 
- Who was doing the decision making right before export or any other 

international activity, and what was the profile of that/those person(s) (e.g. 
position and functions inside the company)? 

 
- What was the situation of the company right before export or any other 

international activity (e.g. adaptability. Knowledge development, 
establishment of core competences, etc.)? 

 
- What was the situation of the industry right before export or any other 

international activity (e.g. important home market customers, competitors, 
etc.)? 



 

 
- What was the macroeconomic situation right before export or any other 

international activity (e.g. Swedish economy, Kronor, EU economic politics, 
trade barriers, technical developments, communication developments, etc.)? 

   
 
Exports 
 
1. When did the company started exporting or started any other international activity? 
 
2. Who was doing the decision making respecting that specific situation, and what 
was the profile of that/those person(s) (e.g. position and functions inside the 
company)? 
 
3. Where were those activities directed to (which market(s))? 
 
4. What was the strategy followed (e.g. growth, , decentralization, concentration on 
core competences, competitive advantage, restructuring, etc.) ? 
 
5. What was the situation of the company at that moment (e.g. strong financial 
position, working in some innovation, implementation of a system for economic 
control, etc.)? 
 
6. What was the situation of the industry (e.g. what were doing the competitors, 
relationships with suppliers, increased competition, etc.) 
 
7. What was the macroeconomic situation (e.g. Swedish economy, Kronor, EU 
economic politics, trade barriers, technical developments, communication 
developments, etc.)  ?   
 
 

After this set of questions, the interviewer has to ask what was the next 
chronological step on internationalization, and inside each step ask the set of 
questions showed above (from Exports). 
The suggested steps in each market are: no exports, exports, sales subsidiaries, 
production/manufacturing. The interviewer can drive the interview suggesting the 
person interviewed the mentioned steps, so the person interviewed get to know the 
dimension of each step on internationalization and facilitate her/his understanding of 
what the interviewer means with next chronological step, and also facilitate her/his 
structuring of ideas. Anyway it can happens that the company, for instance, after a no-
export activities jumps directly to the establishment of a production facility. 
 
 
 
 
 
 
Sales subsidiaries  
 
Same questions adapted to this phase 



 

 
Production/Manufacturing facility 
 
Same questions adapted to this phase 

Looking inside the planning and decision making 
This set of questions are dependent to the first set of questions (under the title: 

Developing a picture of internationalization) showed above. Now, the interviewer has 
to list the markets (countries) the company is (or was) actively competing. Based on 
that markets list, the interviewer has to take market by market each at a time and ask 
the next questions concerning each market. 

Market selection (Where) 
What was the criteria considered for the selection of the market? 
Why that market? 
What was the process followed to take the decision? 

Market entry (How) 
What was the criteria considered for the selection of the market entry? 
What was the process followed to take the decision? 
Reason(s) for the chosen market entry. 

Sales offers (What) 
What was (or were) the initial good(s), service(s), know-how and systems offered to 
that market? 
 
What are the offers nowadays? 

Organizational Structure Management 
 
• Does the company has a division that takes care of the international activities 

(e.g. an international division or export department)? If any, when was it 
created? 

 
• Does the company have a certain personnel training related to international 

affairs (e.g. courses for personnel abroad, courses about international business, 
etc.)? 
 

• Does the company consider special skills like languages, cultural background, 
international studies, in the recruitment policies? 

 
• About finance (if possible to estimate, otherwise a general estimation): 

• What is the extent in percentage* of the company’s financing for 
international operations?  
 

(* The percentage of the financing to support local and international 
activities) 

  



 

• Does big image has a written guide for personnel recruiting, developing, 
accounting? 
 

• What is the percentage of abroad: turnover, profit, personnel? 
 

• What is the legal form of the subsidiary? 
 

• What kind of problems the internationalization brought to the company? 
 

• What are the results of going abroad? 



 

Appendix 2 – Analysis table: internationalization d evelopment of Big Image 
 

 

 


