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Chapter Five- Findings 

Market choice seemed to be generally determined through seeking the most appropriate 

markets on the basis of product suitability and logical progression to the UK as first 

overseas market, followed by US entry, as opposed to cost reduction strategies. 

Respondent findings seem to contradict presumptions underlying the eclectic paradigm. 

Respondent firms displayed an absence of rational-decision making and overseas 

market considerations in the form of ownership, location and internalisation advantages 

to engage in foreign direct investment activities (Dunning, 1980; Kogut, 1983; 

Erramilli, 1990; Rugman and Verbeke, 1992). 

Furthermore, the international market progression strategies of respondent firms do not 

appear to correspond with the service internationalisation framework presented by 

Edvardsson (1993) who suggests that service firms primarily engage in domestic 

prospecting strategies before embarking on an internationalisation strategy. 

Additionally, the findings do not seem to support the applicability of the Uppsala Stages 

approach to service firms as prescribed by Roberts ( 1999), who presents a stage 

framework where firms principally seek to serve domestic markets with no export 

activities. The internationalisation processes of respondent firms appears to consist of 

the majority of firms committing to overseas revenue from inception, as opposed to an 

initial overseas evaluation period followed by commitment to international revenue. 

Additionally, the internationalisation activities of the majority of respondent indigenous 

Irish software firms appear neither gradual, incremental nor sequential. Therefore 

contradicting suppositions of the Uppsala School and the Innovation-related 

frameworks which present internationalisation as a gradual and incremental process, 

with the establishment of overseas subsidiaries and overseas production facilities in the 

latter part of the firm 's internationalisation strategy, with commitment to 
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Chapter Five- Findings 

internationalisation activities being built up over time, as the firm enters successtve 

foreign markets, as opposed to an international mindset from firm inception (Johanson 

and Weidersheim-Paul, 1975; Johanson and Vahlne, 1977; Welch and Luostarinen, 

1988; Johanson and Vahlne, 1990; Anderson, 1993; Hadjikhani, 1997; Fletcher, 2001; 

Whitelock, 2002). 

In sum, the internationalisation process of respondent firms appear to conflict with the 

overall suppositions of traditional internationalisation theory and foreign direct 

investment theory, while partial support was found for the network approach and some 

aspects of the Uppsala process model. However, the theory of international new 

ventures (INVs) appeared to hold most merit, in terms of firm characteristics and 

internationalisation behaviour, as illustrated previously in section 2.9.2. The following 

findings section will examine respondent firm's perceptions regarding overseas markets 

to further investigate the impact, if any, of psychic distance on the internationalisation 

process of respondent firms. 

5.1.5 Perception of Overseas Markets 

Firm A entered the UK on the basis of unsolicited orders and client following 

strategies. The firm is contemplating proactive future market entry into Continental 

Europe, Commonwealth countries and the US. 

"In not all countries (in Continental Europe) are chains allowed ... andfrom that point ofview 
that's not necessarily the kind of market that we want to go into, even though that 's in a way 
what Ireland ... is like. There are limited opportunities ... then you've got the cost of .. customising 
the system to work in that market and from that point of view you've got your translation costs 
as well" (Firm A). 

However, the Commonwealth countries present different challenges in comparison to 

Continental Europe and the US. 
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The Commonwealth countriesoo.there's a lot going for those, because from our point of view the 
health system tends to be the same as in England or Irelandoo.therefore, there's not as much 
modification to the package00.but it's got to be easier than doing it for Continental Europe" 
(Firm A). 

Similarly, the US market, despite appearing attractive due to market size and potential, 

would present challenges to Firm A due its fragmented nature. 

"The USA on the face of it should be very attractive, fifty-five thousand pharmacies, but 000 we'd 
also be aware that it's a very fragmented market. In terms ofoo.potential competitors 000 most of 
the companies are actually smaller than we are" (Firm A). 

Therefore, Firm A based the decision to enter further foreign markets on the evaluation 

of health system similarity to Ireland and the UK. Product modification issues hold 

more consideration than cultural concerns. This is evident by the fact that Firm A is 

seeking to penetrate Continental Europe and the Commonwealth countries ahead of US 

entry. 

"We would go for a market similar to ourselves in terms of the healthcare system 00 . because we 
need those features to be in place. We'd definitely go to Continental Europe and the 
Commonwealth countries first and then look at the States" (Firm A). 

Accordingly, Firm A is confident that increased strategic partners involvement and 

capitalising on existing contacts will pave the way for further internationalisation 

activities. 

"Obviously with (strategic partner), we probably have the best reference site in terms of 
pharmacy in the world and from that point of view, we can ride on their tailoo.in any market, just 
about. What we will rely on is getting introductions to key people in each market. We will be 
using other contacts as welloo.one person we know, to another person and so on" (Firm A). 

Furthermore, overseas acquisition strategies could also facilitate this expansion. 

"Certainly the issue has come up and certainly wouldn't be shy about doing it (acquiring) if we 
needed to00.as that's obviously one way of getting into these markets" (Firm A). 

Firm B perceives the Irish market as a regional hub of the UK and having similar 

business practices. Pertaining to business culture and operating practices, Continental 

Europe and the US however, present different market propositions than the UK and 

Ireland. 

"They have different ways of doing business they have different decision-making criteria. We 
have found (Continental Europe) a lot more insular oo· we tried it at one stage and we found that 
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quite difficult. There's language barriers ... cultural barriers and albeit with the European 
Union, it hasn't really broken down any ... barriers. I would say we 're ... more closely aligned as 
a country to the UK and the US" (Firm B). 

It is evident that Firm B places a large emphasis on culture and language issues when 

evaluating overseas markets. 

"Even when you're selling technology into those countries, it 's easier to sell technology ifyou 
don't have the cultural and language .. . difficulties or hurdles to cross before you even get to that 
stage" (Firm B). 

As such, the firm has chosen to primarily seek expansion in English-speaking countries. 

"Our present challenge is the US market ... and ... potentially ... Australia. So, you can see how 
we've moved through all of the English Speaking countries. We wouldn't have ever really 
looked at the Asian market" (Firm B). 

Accordingly, future growth for the firm is dependent upon further internationalisation 

activities within countries with similar culture and language to Ireland. 

Firm C likewise, believe the UK market more accessible than European and US 

markets. 

"The cost of entry, or the cost of exploring the UK as a market, certainly factors less than some 
European markets. In other European markets, there's no question that you have .. . language 
barriers or cultural differences that make it more difficult to sell into those markets. If you look 
at Spain and Portugal .. . that 'sa bigger challenge for a company from Ireland selling into than 
maybe ... Benelux, Germany ... (and the) UK. lfyou look up at Scandinavia, you have another set 
of market activity again where they have a very strong hub of their own technology 
companies ... who tend to cover that market" (Firm C) . 

The firm is cognisant of the US as a potential market in terms of cultural similarity and 

size. US technology has tended to lag behind Europe to a certain degree and is creating 

an unfavourable market for the firm. 

"It would have been a difficult market for us to enter to date, there's a limited side to what the 
return on investment would be " (Firm C). 

In terms of future internationalisation activities, the firm may seek the acquisition trail 

and has developed several market strategies with a long-term focus with the aim of 

aggressive yet organic growth. 

"We will also consider acquiring our way to further growth, but it will have to be right for us" 
(Firm C). 
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Firm D consider cultural and language issues irrelevant to internationalisation due to 

the nature of the firm's business. Consequently, the firm believes that issues of culture 

are taken as given and look beyond those issues to other influencers of market entry. 

"We're aware of every cultural nuance out there because of the work we do. We 've been doing 
it for years ... (and) it's always been in the international market front ... so culturally ... we know 
most issues. In essence it's (about) having people there who are ... technically savvy and 
culturally aware of the whole thing and our people are" (Firm D). 

Therefore, the Firm D considers market and client-following issues more prevalent than 

cultural or languages differences, particularly regarding potential overseas offices. 

"We've actually decided to stay right in the middle of .. the software technology sector. So you 
start thinking about software companies ... we want repeat business, where are those clients? In 
essence, they're here in Europe, where we have a presence or they're in the United States " (Firm 
D). 

Concerning future international growth, the firm is concentrating on maintaining current 

relationships, while searching for potential customers who match the firm's current 

business model in order to acquire pilot projects with the hope of obtaining further sales 

based on those assignments. 

"We would have a short list of companies that we know wouldfit the bill and we would try over 
time, through meetings ... emails ... seminars to get a pilot project and once we get a pilot 
project ... that's traction going forward" (Firm D). 

Firm D have also implemented various contingency strategies with the express aim of 

preserving current business and offsetting risk whilst searching for new clients. 

"There has been a greater emphasis on ensuring the longevity of the company. We've put in this 
major continuity plan. If we were out of business for a week, we'd lose everything" (Firm D). 

Firm E was conscious of the impact of potential cultural differences when entering 

foreign markets. 

"Certainly in Europe I'd seen them all (cultural issues) and knew how to deal with them. There 
was a huge amount of experience coming from a player like (previous employer) that was 
brought into (Firm E) for free . We're dealing in the niche of financial services, so ... it 's a 
globalised business already ... therefore; you're not walking into kinda these completely strange 
environments. These companies are multinationals, so they are used to seeing foreign cultures 
coming in. We're ... dealing on a global basis but because we're in a niche ... it's a village within 
the globe" (Firm E). 
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However, the firm chose markets similar to Ireland and the UK in terms of language and 

regulatory issues. 

"We stayed in English speaking territories ... we knew would be close to the UK, Irish regime in 
terms of the government and the way fiscal policy works .. . and the type of products that were 
being sold. So, we tried to stay as ... close as possible to what we were used to. The Nordic 
countries and Benelux ... they speak English and they're used to the .. . British .. . Anglo type ways of 
thinking (and) they can speak the language. We stayed away from places like Germany, the 
Southern European countries ... they're for really days really when you 've established a base in 
English speaking countries" (Firm E) . 

On the other hand, despite the attractiveness of the US market in terms of potential sales 

and cultural similarity, the firm postponed US market entry, as it had concerns 

regarding financing and other firm resources. 

"We stayed out of the States until we had enough money to throw at it. You know to go into the 
States, even ... in terms ofthree or four people ... you have to keep them therefor a year and you 
actually spend a million before you get any return ... so you need to have deep pockets ... and you 
need to stick by your convictions and work very hard" (Firm E). 

Regarding future internationalisation strategies, Firm E anticipates entering challenging 

markets such as the Asia-Pacific region, Southern Europe and Eastern Europe through 

collaboration activities and by following a similar internationalisation strategy. 

"I think the English speaking countries are easy to do now from where we sit. The big challenge 
would be somewhere like China ... Japan as well, it's a massive market ... Asia pacific, that 's 
really where the action is, they'd be the new markets. Germany, Southern Europe, they 'd be 
new growth markets, Germany is very heavily regulated. There's quite a few players in there 
already .. .probably go in with a partner. The Southern European countries are high growth 
markets as well, Spain, particularly Portugal. Italy is a bit heavily regulated, Greece is growth, 
Eastern Europe is growth. That will probably be the next market for us in Europe. So we 'll use 
a combination of partnerships ... and ... first customer type approach as well, whichever gets us 
there quicker" (Firm E). 

This strategy will be with the added deliberation of possibilities of initial public offering 

(IPO) and consideration ofthe acquisition trail. 

"It's (!PO) something that will probably happen naturally in the next couple ofyears .. .In some 
cases if we can find companies that have customers and have staff that can understand 
our ... business, then we 're interested in that (acquisition) " (Firm E) 

Similarly, Firm F was aware of which overseas countries would provide challenges 

regarding cultural incongruity. 

"Irish companies have traditionally succeeded very well in countries like Austria ... Germany to a 
lesser extent. You would avoid totally France, because small Irish companies and a lot of 
French companies cannot do business in France, it 's just a cultural thing, likewise Italy. 
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Portugal would be very, very favourable, Spain and then some of the Eastern European 
countries such as .. . the Czech Republic, Romania would be very favourable to Irish companies 
whereas .. . Poland would not. I mean some of the barriers would be cultural, like say France, 
you just cannot do business. Italy is very difficult because of the political climate ... others would 
be GDP based so there's no point in .. . trying to do business in a very poor country. Like, there's 
no point in going to Belarus, they don't have the money to pay you" (Firm F). 

However, Firm F realised that in order to compete internationally in a meaningful way, 

the firm should primarily seek to enter commercially appropriate markets and 

subsequently examine country-specific factors impinging upon intemationalisation 

activities. 

"You can only operate in countries where there's a commercial model that's valid, so I think you 
have to look at a number of factors. One is, are you going to be successful commercially, two, 
can you do business in that country or is that just impossible, like maybe it's very difficult to 
understand ... the climate" (Firm F). 

In addition, Firm F contemplated other contingent factors such as intellectual property 

(IP) protection and geographical location. Nevertheless, the firm considers 

commercially appropriate markets a foremost deciding factor when engaging in 

overseas investment. As a result, Firm F entered Germany as opposed to succumbing 

to the traditional choice among Irish indigenous software firms of UK entry. 

"You have to be careful...you're looking (at the) fact (that) it's commercial, cultural, protection 
of your IP and based on that you decide where to focus and some of it would be geographical as 
well, like ... a local market will always go first. A lot of Irish companies would traditionally look 
to the UK, that's not something we really did ... we went to Germany first . You look at ... common 
culture, English language ... Australia, New Zealand, Canada, America. People tend to go to 
those markets because of the common culture, sometimes that 's a mistake because the 
commercials aren't right. I think you have to look at a whole range of factors when deciding 
where to go" (Firm F). 

The firm has high ambitions regarding future market progressiOn, including an 

alternative investment market (AIM) listing and an aggressive long-term growth 

strategy with the express aim of becoming a recognised international market leader and 

in consideration of advantages of relocating to the US. Firm F is looking at acquisition 

sites, prompted by the firm's venture capitalists. 

"We could go for a listing on the AIM markets in London ... (but) ... in five years I'd hope this 
company would be at least five to eight times its current size, would have sales offices around 
the world, but moreover is known for being a leader in its field, and has a track record of five 
years innovation, has patents and IP ... and is recognised internationally. There's no point in 
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having recognition in Ireland, what you need is international recognition, and that may mean 
that the company has to be based in the US " (Firm F). 

Firm G stressed the importance of recognising cultural vanances tn terms of both 

differing countries and differing industries when considering intemationalisation. 

"You need to learn ... who to contact, also need to know how to deal with people because 
although there are probably national differences .. . in cultures there's also industry differences in 
culture " (Firm G). 

Such considerations lessened exposure to international culture differences and 

high lights the firm's pragmatic approach to international isation. 

"You really need to account for all these environmental factors and if you don 't have ... at 
least ... the education to be able to assess the risks. It would better to stick with the Irish market 
than get burned by your ambitions" (Firm G). 

However, this attitude may be compounded by the fact that the firm is currently seeking 

merger opportunities with larger market players. 

Firm H was also aware of differing cultures overseas, predominantly in Europe. 

However, to Firm H's surprise, the firm discovered a distinct lack of entrepreneurial 

spirit in many European countries. 

"There's very definitive culture issues, when you go to ... Continental Europe, I mean it is just 
amazing, how unentrepreneurial these people are .. . it is just unbelievable. The mentality is very 
seljish ... and they ... treat the company like the government. It's something that I must work out 
to ... maximise what I get .. . not what can I do for you, and that's definitely not the attitude in 
Ireland" (Firm H). 

Additionally, analysis of the European market revealed that in order to retain a sense of 

entrepreneurial spirit while intemationalising, the firm would have to undertake 

different strategies in comparison to the domestic market and avoid countries like 

Germany where market characteristics are unfavourable. 

"The continent is vastly different from here. Belgium, outward looking, trading 
nation .. . multilingual, poor domestic markets ... but ... they're probably a good base. The French, 
the only way you're gonna do business there is by looking like a French company .. . You 'd be 
better off setting up an agency in France, and then having to buy back the agency, so that once 
you 've set up the agency, they will adopt the entrepreneurial spirit because you will have to buy 
them back at some stage ... Germany is just such a closed economy ... There are the largest 
companies in the world who go in on a worldwide brand and have huge money to pump into the 
market .. . and there would be German software companies, and there's no room in between ... ! 
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don 't know of any Irish software company that went to Germany and succeeded and they are 
companies with German clients ... most German companies will actually launch themselves and 
they can exist in Germany for ten tofifleenyears ... . huge market ... its got its own language, its 
own culture. You know there's a lot more French software companies launching on the world 
than German and that's saying a lot" (Firm H). 

In order to counteract these phenomena, Firm H directly employed overseas personnel 

in order to bring an increased sense of cultural awareness to the firm, while at the same 

time allowing overseas employees to embrace the entrepreneurial mindset of the firm. 

Being culturally aware permitted the firm adapt intemationalisation activities to suit 

particular countries and facilitated locational decisions concerning overseas offices. 

"We tried to take people in all those markets and they bring maturity to the business ... you 've got 
to understand the cultural differences and managing, mitigating the risks and maximising the 
opportunities, knowing the cultural differences and knowing the different things ... that affect 
you " (Firm H) . 

The firm found the US market a different and challenging proposition of European 

markets. 

"They are ultra aligned with their company, but on the basis that the company is gonna have 
agreed mentalities and that they will fight then off that, and they will massively oversell 
themselves as individuals .. .! mean you may just dismiss automatically by about seventy percent 
everything you hear in a job interview in the US ... and it 's difficult, you're learning going out 
into the US and you're going out a virgin " (Firm H). 

Despite these issues, Firm H believes that working on instinct and striving to make 

quick decisions will determine intemationalisation strategy and ultimate firm successes. 

"You know going out into these territories, you can be just bamboozled and, and you know 
there's a lot of guttural stuff that you have to really learn very fast. You need to learn to make 
decisions very, very fast. I mean ifyoufeellike you've made a mistake, act. If your stomach is 
telling you, you made a mistake, don't stay there to try and work out the numbers, you know, 
they're probably right " (Firm H). 

The firm may seek further growth through acquisition or increased investment in current 

markets to achieve critical mass. As such, the firm wishes to be considered an early 

winner in the indigenous software market. If this strategy is successful, the firm may 

consider an IPO strategy. 

"(Firm H) will be sold or floated in three years time. You either grow or die in this business. 
It 's there to create a model of software companies that can be built out of Ireland and can 
deliver very serious profit that will be doing fifty million plus and it can either go on as an 
independent company to be an acquirer of other companies or it will be sold, and the reason will 
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be .. . there's a very simple test behind it .. . would our sales grow at a greater volume belonging to 
another company than they would independently. That 's the only test. Keep it independent as 
long as you attract funds .. . to continue the growth because ... we have to build up critical mass " 
(Firm H). 

Moreover, Firm H believes its varied board of directors will significantly contribute to 

the firm's current and future internationalisation strategy in terms of experiential 

knowledge and credibility transfer into the firm. 

"I'm lucky that ... we actually have a beauty parade. People were put into the company for an 
!PO, they invested in it and they had a lot of credibility on their own base, in their own way and 
that transfers into the company ... The current people on our board are really ... relevant to the 
type of transactions that we will be doing over the next two, three years and we would be looking 
to ... buy companies and that 's the type of experience that would become invaluable because all 
of them have experience of that" (Firm H) . 

Firm I was aware of the cultural issues involved in seeking overseas expansion, 

particularly m differences between the domestic market, Continental Europe and the 

us. 

"Europeans are different, Continental Europeans are different, Irish are different, English are 
different. With "Uncle Sam" (the US) it 's one ginormous economy and they all think the same, 
talk the same, same way of looking at things " (Firm!) . 

Firm I felt that previous international learning was an important source of experiential 

knowledge when dealing with international customers, particularly in comparison to 

Irish customers. 

"Having a ... large American corporation as a customer, !learned a couple of things. When you 
are with them when you're dealing with large customers like that, you have to deliver ... Cost is a 
secondary importance and they will pay well and if they .. . get to know you they can be just as 
chummy and friendly .. . as ... your typical Irish customer .. .l'd say that's the most basic lesson of 
all ... particularly ifyou wanted to do business in the States .. . For myself ... to have gained that 
experience was invaluable, because up to that it was little smaller projects ... with Irish 
companies, where the mentality is completely different" (Firm !). 

The firm anticipates long-term international market growth through the firm's current 

business model. Future international progression strategy will consist of a further 

concentration on the US market, as opposed to European expansion. 

"We 're not planning any radical developments or departures from our current business 
model ... we have decent market share, we have huge potential ahead of us in the States .. .! would 
hope, that we 're doing a lot more over there rather than here, that a bigger slice of our turnover 
is coming out of the US ... rather than out of Europe ... and ifwe can do that in jive years, I'll be 
happy " (Firm!) . 
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However, the finn firmly rules out any acquisition possibilities while internationalising. 

"I fundamentally distrust the idea of acquisition. You want to be very ... lucky to find a company 
that's exactly where you wannabe and small enough that you can buy them" (Firm I). 

Finally, Firm J also showed an awareness of foreign cultural disparity. The finn 

believes that an informal approach to international business is preferable when engaging 

international customers. 

"Doing business in different cultures is challenging, but if you can make it as near as what 
you're used to as possible I mean being Irish and being somewhat genial sometimes and prone 
to having a beer, I mean people get over it. Again, our business is relaxed most of the time ... it 's 
not a suit and tie environment, so people ... at the far end in ... Chile or whatever would have the 
same attitude to life" (Firm J). 

Firm J feels that the firm has achieved a secure market position, which will be difficult 

for potential competitors to replicate. The finn's future internationalisation strategy will 

consist of further expansion to consolidate their market leader standing. 

"The reality is that it's unlikely that someone is going to do our thing again. We hope that 
people would try and they don't succeed very well because there's not enough of a difference 
between anyone new coming in and what we do already, that 's the scenario" (Firm J). 

5.1.6 Synopsis 

Table 5.1.6 is significant in highlighting the basis on which respondent firms sought and 

will seek future overseas markets. All respondent firms demonstrated an in-depth 

knowledge of overseas cultural differences in foreign markets. The majority of firms 

consider seeking appropriate markets a deciding factor in the instigation of an 

internationalisation strategy, while the remaining firms sought overseas markets based 

on cultural, language and regulatory issues. However, respondent firms which consider 

appropriate markets a deciding factor of overseas market entry, had previous 

internationalisation experience, serving to highlight the importance of experiential 

knowledge on the internationalisation process of respondent firms and while not 

explicated stated, it also seems that cultural issues underpinned many of the 

respondent's first and subsequent market entry strategies. 
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