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Abstract

The object of this study was to understand the export process by conducting
case study research among New Zealand specialist food exporters. Past
export research has used quantitative approaches to determine the influence
of firm and environmental variables on quantitative measures of superior
export performance. This approach has suggested that export processes are
static and unidirectional; conceptualisations which contrast with the dynamic
change that is apparent in firm export activities seen through export
experience or even casual observation. It was in an effort to understand this

changing export process that this study was undertaken.

Among the firm factors identified as influencing superior export performance
are the perceptions of firm management. These perceptions change over
time and those of export performance are specifically noted as influencing
management perceptions. This study draws on these concepts of
management perceptions and the role of strategy in the export process to ask
“in which ways does export performance influence the export strategy
process?” As a basis to frame and advance the study, the findings of past

export research and its allusion to the role of performance perceptions were

used to develop a research model.



The research question suggested an approach that would allow the
researcher to get close to the research context; this was achieved using a
methodology of phenomenology. To implement this research approach, case
study, in a multiple case design, was used to gain insight into the perceptions
of informants. The study was further facilitated by using the dynamic context
provided by New Zealand specialist food exporters, from which eight case

firms were selected using export and business criteria.

Interviews with management were the principal source of evidence. Evidence
gathering was carried out concurrently with the analysis of evidence. This
allowed earlier informant evidence to inform subsequent evidence gathering.
Analysis used a variety of instruments to increase focus in case data,
providing a basis for the development of the study’s findings. Consistency
across cases in field work and analysis was underwritten by the use of a case

study protocol and specialised computer software to maintain a case study

data base.

Informant evidence indicated that export practitioners in case firms had a
wider perception of export performance than past export research had
suggested. These perceptions derive from streams of indicators of
performance and contextual situations arising from export activities. The
management perceptions that these indicators engender are applied in firm

export strategy processes.



While the focus on export activity indicators varies according to firm
organisational structure, the use of a range of indicators was a feature of all

firms in the study.

These flows of indicator information and the perceptions and changes that
they generated were part of a dynamic cycle of export activities. This process
saw firm export strategy continuously reviewed, reformulated and
implemented as it was adapted to address perceived changes in firm
performance and context. These findings lead to the development of a

conceptual model of a dynamic export process across case firms.

The dynamic export process identified in this study is a significant extension
of past static cross-sectional conceptualisations of the export process. It
suggests that export practitioners draw upon a wide range of export activity
indicators to build perceptions of export outcomes and their export context.
These perceptions inform and influence future export strategy and in turn,
future export outcomes. This contribution to export research provides an
understanding of the dynamic export process that is close to the reality of
export practitioners. This understanding allows researchers, exporting firms
and policy makers to conceptualise the export process in terms that are close
to actual export practice. In addition, these exploratory findings of a dynamic
export process provide a platform for further research to consider the

application of this conceptualisation across exporting firms as a whole.
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Chapter 1 Introduction

1.1.0 Background to the Research

Growth and change in the world economy present opportunities for the
expansion of export activities which are particularly important for small
nations such as New Zealand. In this environment New Zealand’s export
performance has been relatively poor and its improvement has been an
objective for successive governments (Crocombe, Enright, & Porter, 1991;
New Zealand Herald, 1999; Walker & Liu, 1998). Some export research
suggests that superior export performance is facilitated by an understanding
of the nature of the export process among those participating in export
activities (Gemunden, 1991; Styles & Ambler, 1994). The research reported in
this thesis used case study research among New Zealand specialist food

exporters to draw on the experience of export managers to advance

understanding of the export process.

Recent export research, in pursuit of an understanding of the reasons for
superior export performance, has focused on the influence of internal firm
factors and external factors on quantitative measures of export performance
(Aaby & Slater, 1989; Chetty & Hamilton, 1993b; Zou & Stan, 1998). This
search has identified the constructs of firm characteristics, firm competence,

strategy, and the nature of firm management, as key antecedents of superior

export performance.



In modelling the export process a variety of these constructs have been
applied in static unidirectional conceptualisations in which the achievement of
superior export performance is the principal objective (Aaby & Slater, 1989;
Cavusgil & Zou, 1994). In the face of these unidirectional conceptualisations
of the export process, the researcher’s export practitioner experience and
even casual observation suggest that export processes change over time.
This change appears to occur in response to change in firm circumstances
and in their environments to generate a dynamic export process. It was to
better understand exporting as a dynamic process that this study was

undertaken.

This chapter provides an overview of this study. The research problem and
question are introduced in section 1.2.0 and the reasons for undertaking the
research are outlined in section 1.3.0. The methodology and specific research
tools used in the study are summarised in section 1.4.0. Limitations of the
research are noted in section 1.5.0 and the structure of the thesis is explained

in section 1.6.0. The chapter concludes in section 1.7.0.



1.2.0 Research Problem and Question

In pursuit of specific research objectives, export research has developed
static unidirectional conceptualisations of the export process, in which
discrete constructs are applied in the pursuit of quantitative concepts of
performance. Such conceptualisations have become entrenched in export
research and the thinking that they promote underlies much export policy and
practice. This understanding has encouraged researchers, policy makers and
export practitioners to focus on quantitative export outcomes and to view the

export process in its disparate parts.

These views of the export process have led to a range of narrow policy
approaches in government’s export support programmes, which expect one
model to fit all firms. Similarly, export practitioners have been encouraged to
focus on specific elements of exporting rather than on their firm specific
circumstances or the export process as a whole. An understanding of
exporting as the dynamic process which practitioners experience, rather than
as a static hypothetical process, would provide an export practice oriented
basis for researchers, policy makers and export practitioners to undertake

their activities.



While export research in general has suggested static unidirectional
conceptualisations of the export process, some researchers allude to the
influence of management perceptions on export performance (Aaby & Slater,
1989; Axinn, 1988; Bilkey, 1978; Leonidou, 1995; Namiki, 1988). Indeed, it is
further suggested that change in management perceptions may result in

change to export activities (Axinn, 1988; Namiki, 1988).

Drawing on the suggestions that management perceptions of export
performance influence exporting, that these perceptions may change over
time and the central role of strategy in the export process, the research
question “In which ways does export performance influence the export
strategy process?” was posed. To provide a framework for the investigation of
the research question, a conceptual model of the export process, figure 3.1,
was developed. This research model drew on past export research to suggest
that firm attributes are deployed in an exogenous environment using an

export strategy process to produce export performance. Drawing on
suggestions that management perceptions may modify export activities, the
model further suggested that firm perceptions of export performance

outcomes would influence future export strategy and, in turn, future export

performance.



In pursuit of an understanding of a dynamic export process, a dynamic
research context was required. Among New Zealand’s export industries,
specialist food products were identified as facing rapidly changing world
market conditions. The world market for specialist food products is dynamic,
driven by frequently changing consumer’s tastes as they pursue new food
experiences. In addition, New Zealand specialist food exporters were seen as
offering more potential for growth than other commodity based export
industries. In these circumstances, New Zealand specialist food exporters

were considered an appropriate context for this study.

The matters outlined in this section are discussed in detail in the body of the
thesis. The development of the research question and the research model are
discussed in Chapter 3. The nature of the research context and its
appropriateness for this study are explained in Chapter 4. These elements of

this study provided the foundation for understanding the research as a whole.



1.3.0 Reasons for the Research

This study sought to build on past thinking to extend understanding of the
export process. Pursuit of this objective addressed an imbalance in present
export research thinking, in which an apparently dynamic process was
conceived as static and unidirectional. An understanding of exporting as a
dynamic process was seen as addressing the gap in present understanding

and having both theoretical and practical implications.

An understanding of exporting as a dynamic process will provide a basis for
future researchers to frame their research in terms that are closer to the
reality of export practitioners than present thinking allows. Export research
has focused on identifying the antecedents of superior export performance
and their arrangement in the export process. The understanding that this
effort has generated, while facilitating research, is distanced from export
practice and appears to undervalue the role of management in the export
process. In focusing on the role of management in the export process this
study suggests an export process conceptualisation that is close to

practitioner experience.

In addition, most past export research has employed quantitative research
approaches. In contrast, this study driven by the research question employs a

qualitative approach.



This approach addresses past export researcher suggestions that the use of
case study research in export research will provide insights that may not
emerge using quantitative research approaches (Chetty, 1996). Such a
research foundation may yield findings that are more useful to export

practitioners than present understanding permits.

From a practical perspective, it was anticipated that the improved
understanding generated by this study would facilitate improved export policy
and practice. The understanding that the study developed from export
management experience will allow policy makers to view the export process
as a dynamic whole, rather than in its disparate part or as a static
unidirectional process. Such an understanding will allow policy makers to
address exporter needs in their terms and with an understanding familiar to
them. Similarly, export practitioners will be able to draw on these findings to

understand and improve their export activities as a whole process.

The completion of this study was seen as having the potential to contribute to
researchers’ understanding of the export process as well as having practical
implications for policy makers and export practitioners. An export practitioner-
oriented understanding of the export process should allow researchers to
produce research findings that are relevant to an audience across the field of

exporting.



The application of the findings of this study by policy makers and export
practitioners has the potential to lead to the improved export outcomes which
both parties seek. The reasons for undertaking this study are considered in
Chapter 4, section 3 and its potential implications and applications are

discussed in Chapter 8, section 4.



1.4.0 Methodology

This study’s research objectives required a research approach that would
allow the researcher to get close to export managers and to appreciate their
perceptions. This need contrasts with the dominant research approach used
in export research which employs nomothetic methodologies and survey
research methods. In order to achieve the depth of understanding that the
research question demanded, the ideographic methodology of
phenomenology and the research strategy of case study method were

selected for this study.

Within the methodology of phenomenology the research strategy of case
study provided the practical framework for the execution of the study using a
multiple-case case study design. The study was pre-structured, using the
research model as a framework and a case study protocol to ensure the
consistency of instrumentation across cases. New Zealand specialist food
exporters provided the dynamic context that pursuit of the research question
required; the firm was selected as the unit of analysis and evidence was
principally collected using interviews with managers in case firms. The
research instruments were tested using a pilot study and refined before their

application in this study.



Case selection and evidence gathering continued until a point of theoretical
saturation in evidence collection was achieved. The analysis process
proceeded concurrently with evidence collection allowing early understanding
to inform further evidence collection. The analysis process employed a variety
of tools, including evidence classification, ordered meta-matrices and time
series analysis. The use of concurrent evidence gathering and data analysis
ensured a seamless process in which the resulting depth of understanding
was maximised. Qualitative data analysis software provided a case study

database and facilitated the application of analysis tools to informant

evidence.

The methodology, research strategy and research instruments used in this
study are discussed in detail in the body of this work. The process of
methodology selection is discussed in detail in Chapter 5, section 1 and the
design of the study is described in detail in Chapter 5, section 2. The process
of selecting the research context is discussed in Chapter 4 and the
application of analysis tools is described in Chapters 6 and 7. Together this

material provides a basis for the reader to place this study in its research and

practical context.

10



1.5.0 Limitations of the Research

The research question that provides the basis for this study asks about
exporting in general but, given current understanding, the research it requires
is exploratory. To facilitate this research requirement, a small sample frame in
a specific industry within a narrow geographic spread was chosen. These
constraints limit the application of the findings to the specific context of the
research as these findings are preliminary, seeking to provide insight rather
than general understanding. This insight may in the future provide a basis for

the pursuit of wider understanding across firms in general.

In addition to being bounded in its context this study focuses on a specific
part of the export process. The study concentrates on the influence of the
outcomes of export activities on future export strategy. Outside these
concepts, the research process has relied on understanding of the export
process drawn from prior research to frame the findings. Furthermore, during
evidence gathering and analysis it became apparent that perceptions of
export performance, in addition to influencing future export strategy, may
accumulate in case firms in the form of experience and knowledge.
Understanding this notion of the accumulation of knowledge or experience,

except as it was necessary to facilitate evidence gathering and analysis, did

not form part of this study.

11



The study faces further potential limitations on methodological grounds.

Some may question the ideological foundation of the study or suggest that it

lacks validity or reliability. These potential limitations have been addressed in

the specific design of the study and the instruments used in its execution.
Despite these potential limitations to the study, it is a serious effort to

contribute to knowledge.

The limitations to the study and the action taken to mitigate them are
described in the body of this work. Limitations arising from the context and
scope of the study are discussed in Chapter 8, section 3 and the
management of limitations on methodological grounds is described in
Chapter 5, section 3. An understanding of the limitations of this study is
essential for the reader to be able to place the work in its research and

philosophical context.

12



1.6.0 Structure of the Thesis

The presentation of this thesis comprises nine principal chapters. This
introduction, Chapter 1, introduces the topic, its selection and outlines the
research approach used in the study and addresses its limitations. Chapter 2,
Literature Review, examines general business and export research literature
relevant to the development of the research question and to understanding
the findings. Chapter 3 introduces the research question and explains the
development of the research model used to frame the study. The world food
industry and more specifically New Zealand's food industry is discussed in
Chapter 4 to provide the reader with an understanding of the context and its
selection. The selection of the methodology, the method used to frame the
study and the specific instruments used in evidence collection and analysis
are described in Chapter 5. Chapter 6, Within Case Analysis and Findings,
presents quantitative characteristics of the firms in the sample frame, followed
by reports of individual within case findings. Chapter 7, Across Case Analysis
and Findings, brings together within the case findings to identify and model
the dynamic export process across case firms. In Chapter 8 the study’s
findings are discussed in the context of past export research findings, and
general business thinking and their limitations and implications are

considered. Chapter 9, Conclusions, reconsiders important points from the

preceding chapters.

13



1.7.0 Conclusions

This chapter describes the underpinning for this thesis. The background for
the study is outlined to place the work in a wider context. The research
problem, research question and research model that provided the basis and
framework for the study are described and explained. Reasons for conducting
the study are introduced and the methodology and research approach
employed is briefly described and explained. The contextual and theoretical
limitations of the study are presented and the layout of the thesis is

described. This material provides a basis for the reader to proceed with

consideration of the detailed description of the study that follows.

14



Chapter 2 Literature Review

2.1.0 Introduction

This Chapter describes the research setting in which this study was
undertaken, providing an understanding of contemporary thinking and the
thrust of export research in which this thesis is positioned. Present
understanding of export performance and its antecedents are discussed,
leading to consideration of the conceptualisation of the export process. In
these discussions the pertinent issues of conceptualisation and measurement
of export performance, the influence of firm size, the role of the environment
and firm management in the export process are specifically considered.
Building on this understanding, thinking about exporting as an expansive
process is reviewed and possible influential factors and processes generating
or influencing dynamics in export activities are discussed. These discussions
identify the gap in present understanding that this thesis addresses, indicate
the basis for framing the study and providing a starting point from which to

judge the balance of this thesis.

The thrust of present export research thinking is identified as the pursuit of
the antecedents of exemplary export performance. This focus has

encouraged unidirectional understanding of the export process, thinking

which exacerbated by a focus on cross-sectional studies which focus on static

quantitative export outcomes.

15



In contrast to these static unidirectional export process conceptualisations
this thesis proposes that the export process is dynamic, driven by the
response of export strategy processes to changes in firm export performance

outcomes and in the export environment.

The Chapter begins by considering the concept of export performance in
section 2.2.0, this provides a basis to consider and discuss antecedent
variables influencing superior export performance and export process
conceptualisations in section 2.3.0. Research thinking about exporting as an
expansive process and wider dynamic concepts in a business and export
context are considered and discussed in section 2.4.0. The place of this study

in its export research context are presented and conclusions drawn in section

2.5.0.

16



2.2.0 Export Performance

The concept of export performance is a fundamental element in export
research. The search for an understanding of the antecedents of superior
export performance places it as the dependent variable in numerous studies.
In this position it has become the most important and debated variable in this
field. In spite of the relative importance of this variable its conceptualisation

and measurement is diverse and subject to ongoing controversy.

In export research the concept of performance draws on understanding
provided in academic research in general, and in strategic management, and
export marketing in particular. In seeking to understand the effect of various
activities and circumstances on firm performance, researchers often pay only
cursory attention to the nature of performance. This casual approach to the
complex concept of performance is seen by some (Keats, 1988) as

weakening the quality of the research conclusions.

In current export research an understanding of export performance is critical
to appreciating thinking about the export process as a whole. This section
considers the conceptualisation and measurement of performance in the
wider business research context in section 2.2.1, before examining past and

present concepts of export performance in the specific area of export

research in section 2.2.2.

17



2.2.1 The Concept of Performance

The Concise Oxford Dictionary (1964) defines performance as "Execution;
carrying out, doing", but unlike this dictionary meaning, performance in the
context of business activity is more comparative. Performance in a business
context seeks to compare one unit or set of outputs with another to provide a
comparison, with superior performance seen as that which produces the
relatively more attractive output. This notion of performance as a relative

measure is pervasive in business thinking.

The concept of relative or comparative performance lies at the heart of all
business endeavours underlying organisational effectiveness and
competitiveness (Buckley, Pass, & Prescott, 1988; Venkatraman &
Ramanujam, 1986). Relative performance is likely to vary over time, this
year's production may be the same as last year's but this year's performance
may not, for any number of reasons, be considered as good as last year's.
This non-static nature of success (Matthyssens & Pauwels, 1996), its
transience, further complicates understanding of the concept of performance.
The complexity inherent in performance has led some to suggest that it is a

multi dimensional phenomenon (Dess & Robinson, 1984; Matthyssens &

Pauwels, 1996).

18



The complexity of performance is evident in the variety of academic
approaches to its conceptualisation. These concepts perceive performance in
strictly measurable terms at one extreme and in more unique subjective
perceptual terms at the other (Venkatraman & Ramanujam, 1987).

These extremes are also observed in management practice, where
conceptions of performance range from purely economic concepts to the
"Balanced Scorecard" (Kaplan & Norton, 1996) operational view of
performance. In contrast to these traditional notions of firm performance
which can be generalised across firms and industries, Keats and Bracker
(1988) suggest that small firms are unique entities whose performance should
be conceived in terms of the characteristics of the owner. This range of
concepts of performance reflects the views of a diverse range of stakeholders

(Shoham, 1998) and is in keeping with its multi dimensional nature.

Concepts of performance, from generalised and measurable to individual and
unique, are apparent in approaches to its measurement. The extremes of
measurement for these dichotomous conceptualisations are variously
described as hard and soft (Madsen, 1998) or objective and subjective (Dess
& Robinson, 1984). In these concepts, profits, sales growth and similar
financial indicators are considered hard, objective measures, while

management perceptions of outcomes are considered soft, subjective

measures (Styles, 1996).

19



Whether performance is conceived and measured as either an objective or
subjective phenomena, it is in conflict with the notion of performance as multi
dimensional. The most frequently used performance measures appear to be
economic in nature (Cavusgil & Zou, 1994) in spite of there being a variety of
conceptions of performance. This common focus on objective financial
indicators is the narrowest conception of business performance

(Venkatraman & Ramanujam, 1986).

Rather than take a polarised view of performance some researchers propose
a more multi dimensional approach to performance measurement.
Venkatraman and Ramanujam (1986) propose a mixed set of measures
using financial performance, financial plus operational performance and
organisational effectiveness to circumscribe the concept of business
performance. Cavusgil and Zou (1994) define export performance in terms of
a firm's achievement of their economic and strategic objectives. These multi
dimensional approaches to construct measurement address concerns among
researchers about the validity of single measure constructs (Sullivan, 1994;
Sullivan, 1996), but they risk being considered misleading because of
unbalanced variations within the measurement frame (Ramaswamy, Kroeck,
& Renforth, 1996). Despite some researchers showing practical support for

multiple measures to operationalise performance, they are relatively isolated

incidents in a sea of one-dimensional approaches.
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A researcher's choice of measurement for the operationalisation of the
construct performance will reflect their conceptualisation of performance and
the practicalities of data gathering (Styles, 1996). This suggests that where a
researcher conceives performance in subjective terms, data may be drawn
from managerial or other stakeholder perceptions of goal achievement,
perceived success, or satisfaction (Chetty, 1996). Conversely where a
researcher conceives performance strictly in financial terms, collection of
objective data, sales, return on equity (ROE) or similar indicators, drawn from
firm records are likely to be chosen as measures of firm performance (Keats,
1988). However where financial data indicating firm performance is a matter
of confidentiality, researchers may have to resort to using subjective sources
such as managerial perceptions of a firm's objective results (Dess &
Robinson, 1984; Keats, 1988; Piercy, Kaleka, & Katsikeas, 1998). This need

to trade off the ideal against the practical raises questions about the quality of

research findings.

The consistency and validity of both objective and subjective approaches to
performance data gathering have been subject to a good deal of discussion.
Differences in accounting or management practices between firms and

countries raise questions of vertical construct validity and consistency where

financial data is the basis of measurement (Keats, 1988; Styles, 1996).
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Such concerns and the historical nature of financial data, reflecting the past
rather than the present, has led to increased interest in current market-related

measures of performance (Keats, 1988).

The alternative to objective measurement is subjective measurement of
perceptual understanding. Where measurement draws on managerial
perceptions there is concern that perceived results over or underrate the
actual performance being measured. However, research within firms has
shown that there is a high correlation between data drawn from objective and
subjective measurement (Dess & Robinson, 1984; Venkatraman &

Ramanujam, 1987).

Firm performance is clearly an elusive concept, with as much diversity of
understanding as there are stakeholder or researcher interests. In spite of
support for the concept of performance being multi dimensional, the use of
narrow objective measures, whose validity is questioned, still predominates.
To ensure wider academic support and consistent results from research,
more clarity and consistency in performance measurement is required. These
questions and doubts about the nature and measurement of firm performance

are the wider context in which export performance thinking is placed.
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2.2.2 Export Performance Conceptualisation

Export performance research is subject to similar contentions and debate as
performance in wider business and organisational research. Export
performance research frequently fails to develop the concept of performance,
or to explain the philosophy behind its measurement (Aaby & Slater, 1989;
Keats, 1988; Matthyssens & Pauwels, 1996). In most studies the measures of
export performance are simply stated by researchers with little or no
explanation of the basis for their selection (Zou, Taylor, & Osland, 1998).
Indeed much of the body of export research that considers the exporter non-

exporter dichotomy implies that exporting in itself is some form of successful

performance (Aaby & Slater, 1989).

Where research fails to clearly conceptualise export performance one must
look to the operationalised measures used by researchers in an effort to
understand their notion of export performance. In export performance
research, the common measures for export performance are financial
outcomes indicating a common financial conceptualisation of export
performance (Zou et al., 1998). This focus on financial conceptualisations is

borne out by the studies summarised in table 2.1.

23



Table 2.1

Export Performance Definition and Measurement

Is Perform. Performance
Author Defined? Measures

(Beamish, Karavis, No Export intensity and absolute levels of exports

Goerzen, & Lane, 1999)

(Madsen, 1998) Yes Managers Perceptions

(Shoham, 1998) No Export intensity, Export Volume, Market Share & Change in Sales.
Manager satisfaction with the above.

(Hoang, 1998) No Export Intensity and Export Growth over Time

(Styles, 1998) Yes Attainment of Strategic Goals, Export Sales growth, Average
Profitability and Perceived Success

(Shoham & Kropp, 1998) Yes Export intensity, Export Profitability and Performance Change

(Thirkell & Dau, 1998) In part Objective (10) and Judgmental (10)

(Zou et al., 1998) Yes Financial, Strategic and Satisfaction measures

(Wood & Robertson, No Export intensity and Expected Future Sales

1997)

(Axinn, Noordewier, & No Export intensity and Export Profitability

Sinkula, 1996)

(Holzmuller & Stottinger, No Export intensity & Change in Export intensity

1996)

(Katsikeas, Piercy, & Yes Perception of Market Share, Sales Volume and Profitability

Loannidis, 1996)

(Das, 1994) No Export Intensity and Export Growth

(Cavusgil & Zou, 1994) Yes Attainment of Strategic Goals, Export Sales growth, Average
Profitability and Perceived Success

(Evangelista, 1994) Yes relative satisfaction (subjective)

(Chetty & Hamilton, No Export intensity

1993b)

(Louter, Ouwerkerk, & In part Export intensity, Export Profitability and Relative Profitability

Bakker, 1991) compared to domestic sales

(Samiee & Walters, No Export intensity, Number of Countries Exported to and Export profit

1990) Margin

(Lee & Yang, 1990) No Export intensity, Relative Export Growth and Profitability

(Axinn, 1988) No Export Intensity

(Koh & Robicheaux, No Export Profitability

1988)

(Reid, 1987) In part Export Intensity

(Reid, 1986) No Export Dependence, Export intensity & Absolute Export Sales and
Export Growth

(Cooper & Kleinschmidt, In part Export Intensity and Export Growth

1985)

(Rosson & Ford, 1982) Sales (Export) trend and Sales Growth

(Fenwick & Amine, 1979) Yes Export intensity, Export Ratio Growth, Export Sales Volume,

subjective evaluation of export success

These illustrations indicate that export intensity, the ratio of export sales to

total sales, is the most widely used performance measure in export research.

This ratio forms all or part of the performance measure in 64% of the

examples listed.
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Indeed export intensity is entrenched to the point where some researchers
note that they have used it as a matter of “tradition” (Cooper & Kleinschmidt,
1985; Lee & Yang, 1990) rather than for any explained conceptual or
theoretical reasoning. Export intensity is used in a variety of configurations. It
is used alone (Axinn, 1988; Chetty & Hamilton, 1993b; Reid, 1987), together
with export growth (Cooper & Kleinschmidt, 1985; Das, 1994; Hoang, 1998),
together with export profitability (Axinn et al., 1996) or in some other
combination with these and other measures (Beamish et al., 1999; Fenwick &
Amine, 1979; Holzmuller & Stottinger, 1996; Lee & Yang, 1990; Louter et al.,
1991; Reid, 1986; Samiee & Walters, 1990; Shoham & Kropp, 1998; Wood &
Robertson, 1997). The measures in which export intensity is consistently a
part are principally objective, indeed its use with wholly subjective measures

is rare (Shoham & Kropp, 1998).

The appropriateness of export intensity and other objective measures to
gauge export performance has been subject to conflicting views. Axinn (1988)
uses export intensity as the sole measure of export performance “because it
provides a good indication of both how deeply a firm is involved in exporting,
and how successful the firm is at exporting” (page 61). Stan Reid at different

times argues for export intensity and for multiple measures of export

performance.
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He argues that export intensity is "the only measure that can objectively show
firm's reliance on export markets and a source of sales and relative growth",
(Reid, 1987) (page 339) having previously used multiple measures of export
performance to “capture the major underlying dimensions of export

performance” (Reid, 1982) (page 25).

Several researchers argue that the export intensity ratio is misleading. Where
domestic sales grow more than export sales the export intensity ratio will fall
(Cooper & Kleinschmidt, 1985; Lindsay, 1999a). Others suggest that the level
of export intensity of a venture does not ensure profitability (Matthyssens &
Pauwels, 1996), indeed price cutting to maintain market share, and export
intensity, will adversely influence profitability and long term performance
(Buckley et al., 1988). Other objective performance measures have also been
criticised. Financial measures like profit and export growth assume that
corporate performance is the same as export performance, when it is unlikely
that this is the case (Matthyssens & Pauwels, 1996). In spite of these

perceived shortcomings objective measures of export performance

predominate.

In contrast to the focus on objective financial measures, some researchers

use subjective measures of export performance.
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Measures such as attainment of strategic goals, perceived success and
satisfaction have been used in combination with other measures, to
operationalise export performance (Cavusgil & Zou, 1994; Fenwick & Amine,
1979; Styles, 1998; Thirkell & Dau, 1998; Zou et al., 1998). Indeed the idea of
using internal perceptions of performance is not new: Fenwick and Amine
(1979) suggested that measurement of a company’s success in exporting

should include assessment in their own terms in the 1970s.

A further approach to export performance measurement has been to use a
combination of objective and subjective measures. These multiple measures,
including both objective and subjective components, are seen as providing a
richer assessment with increased relevance to a wider stakeholder group
than purely objective or subjective measures (Fenwick & Amine, 1979;
Shoham, 1998). The use of multiple indicators to measure its extent is

inevitable as the multidimensional nature of export performance is better

understood (Matthyssens & Pauwels, 1996).

While the use of multiple measures of export performance is enjoying
increased support it faces some theoretical and practical problems. Variations
in the quantum of individual elements within multiple measures across

samples can result in misleading outcomes (Ramaswamy et al., 1996).
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Difficulties in cross case comparisons are seen as being exacerbated by the
use of a variety and combination of measures, increasing the difficulty of
comparison of results between research efforts (Zou et al., 1998). Indeed, the
suggestion that “measuring long-term performance relative to the
expectations of all stakeholders and decision-makers involved taking into
account the competitive environment” (Matthyssens & Pauwels, 1996) (page

109) would make across company comparisons impossible.

Whatever export performance measures are chosen for individual research
undertakings, they must be considered in a wider research context. In
addition to considering a measure of performance, frame of reference and
data collection, the unit of analysis, and time are key factors in the

measurement process (Matthyssens & Pauwels, 1996). The treatment of

these factors in export research is illustrated in table 2.2.
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Table 2.2

Contextual Factors in Export Performance Research

L Analy. Frame of Time
Study Method Unit Reference Frame
(Beamish et al., Mail Survey, follow up  |Firm Relative to domestic and Static
1999) interviews export sales
(Madsen, 1998) Survey & Case Study  |Firm Subjective evaluation Static
(Shoham, 1998) Mail Survey Firm Objective & subjective. Static
(Hoang, 1998) Mail Survey and Firm Relative to domestic and Static & dynamic,
Interviews export sales 5 years
(Styles, 1998) Mail Survey Firm Mix of objective & subjective  |Static
(Shoham & Kropp,  |Mail Survey Firm Objective & subjective over Mostly static
1998) number of items.
(Thirkell & Dau, Mail Survey Firm Objective & subjective Static
1998) measures
(Zou et al., 1998) Mail Survey Firm Objective & subjective Static
measures
(Wood & Robertson, [Mail Survey Firm Objective & subjective Dynamic, time
1997) measures unspecified
(Axinn et al., 1996) [Longitudinal Survey Firm Relative to domestic and Dynamic,
export sales longitudinal 7 yrs
(Holzmuller & Mail Survey Firm Relative to domestic and Static & dynamic
Stottinger, 1996) export sales
(Katsikeas et al., Interview Firm Subjective evaluation of firm  [Static
1996) performance
(Das, 1994) Interview Firm Relative to domestic and Dynamic, over 5
export sales years
(Cavusgil & Zou, Interview Venture |Relative to firm goals Dynamic, up to 5
1994) years back
(Chetty & Hamilton, |Case Study Firm Industry average Static
1993b)
(Louter et al., 1991) [Survey Firm Subjective evaluation Static
(Samiee & Walters, |Mail Survey Firm Relative to domestic & export |Static
1990) sales
(Lee & Yang, 1990) [Field Interviews Firm Relative to domestic & export |Static
sales and subjectively
(Axinn, 1988) Mail Survey Firm Relative to domestic sales Static
(Koh & Robicheaux, |Mail Survey Firm Relative profitability Static
1988)
(Reid, 1987) Mail Survey Firm Relative to domestic Static
(Reid, 1986) Mail Survey Firm Relative to domestic & export |Static
sales
(Cooper & Interview Firm Relative to domestic & export |Static & dynamic
Kleinschmidt, 1985) sales (time unclear)
(Rosson & Ford, Personal Interviews Firm Relative export sales Static
1982)
(Fenwick & Amine, |Mail Survey and Firm Subjectively & relative to Dynamic over 3

1979)

Interviews

domestic sales

years

In all but one of the examples the research was carried out a firm level. As

has been illustrated previously, firm performance and export performance are

different (Matthyssens & Pauwels, 1996) and measuring export ventures,

rather than the firm, should provide a more accurate reflection of export

performance (Cavusgil & Zou, 1994).




Of these studies, 61% are cross sectional, static in time, giving no indication
of dynamic change in export activity. In noting the static nature of export
performance research, Matthyssens & Pauwels (1996) state that “Ideally,
export performance measurement incorporates a dynamic way of measuring
long-term performance relative to all stakeholders” (page 109). Indeed it
seems that the bulk of export research is focused on static firm situations and

has some way to go before focusing on dynamics of individual ventures.

The conceptual framework and measures developed by Cavusgil and Zou
(1994) was a significant step forward in search for uniformity in export
performance measurement. This work addresses key concerns about
previous research approaches by taking a marketing approach at the export
venture level, measuring average export growth and profitability over five
years, and manager’s perceptions of success of the venture. The validity of
Cavusgil and Zou’'s (1994) measures has been strengthened by replication in
tests in the United Kingdom and Australia which confirmed their cross cultural
validity (Styles, 1998). These measures of export performance represent a

significant step in improving the focus of this research field.
The search for an international measure of export performance has been

further focused with the development and testing of the EXPERF scale of

export performance (Zou et al., 1998).

30



The EXPERF scale draws financial, strategic and satisfaction dimensions
(each with three subheadings) to gauge export performance in individual
ventures. The EXPERF scale has been tested cross-nationaily in the USA
and Japan, yielding results which show satisfactory stability (Diamantopoulos,
1999). The development of EXPERF and Cavusgil and Zou’s (1994) multiple
measurements represents significant improvement in the conceptualisation of

export performance.

This section has shown how the study of export performance is preoccupied
with objective measures of the concept performance. However as awareness
of the multi dimensional nature of performance and a desire for more relevant
results have grown, researchers have used subjective elements in multiple
measures to look inside firms for understanding. The picture of export
performance shown in this section is important to facilitate the reader’s
understanding of the thrust of export research. The discussions in this section
provide a basis and direction for understanding the antecedents of superior

export performance and the action of the export process as a whole in the

following section.
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2.3.0 Understanding Exporting as a Process

While export research may suggest that the ultimate goal of export activity is
some measure of export performance, this understanding can only be
appreciated in the context of the export process as a whole. In this section
the search for the antecedents of superior export performance is discussed
leading to the identification of conceptual models of the export process as a
whole. While the grounding and nature of the export process
conceptualisations discussed are different to that proposed in this thesis they
provided a basis to frame this study and facilitate understanding of the

dynamic export process developed in this study.

In prior export research a variety of antecedents of exemplary export
performance have been identified. However their relationship in the export
process is subject to ongoing debate. Key issues in this debate include the
influence of firm size, the role of the environment and the influence of
management in the export process. This debate, together with the diversity of
exporting firms operating in disparate markets using a variety of successful
trading strategies and structures, has resulted in an array of research

approaches and conceptualisations of the export process.
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The antecedent variables seen as influencing export performance are
identified, and explored in section: 2.3.1. The influence of firm size on export
performance is discussed in section: 2.3.2, while the influence of external
factors on firm export performance is discussed in section 2.3.2. The role of
firm management in the export process and in influencing export performance
is considered in section 2.3.4. Drawing on these discussions export process

conceptualisations are presented and discussed in section 2.3.5. The

Chapter concludes in section 2.3.6.
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2.3.1 The Antecedents of Superior Export Performance

Research to identify the variables influencing export performance has
generated a plethora of diverse efforts, which have resulted in numerous
different conceptualisations and findings. Within this diversity there have been
a number of notable efforts to synthesise this body of research into cohesive

concepts. These integrative efforts are used to discuss understanding of the

antecedents of export performance.

Integrative reviews of export performance research have drawn on a wide-
ranging base of research literature. Bilkey (1978) found a body of research
that focused on export initiation and the exporter/non-exporter dichotomy.
From this research he concluded that exporting is a developmental process
which can be conceived as stages of increasing intensity. Madsen (1987)
brought more focus to integration efforts by specifically reviewing export
performance research. He used a strategy — structure — performance
framework (Thorelli, 1977), and a good deal of subjectivity, to produce
prescriptive, organisational/external environment oriented conclusions. These

early integrative works set the scene for later efforts using technically specific

methods.
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Among later efforts the work of Aaby and Slater (1989) is the current seminal
work in the integration of export performance literature. Aaby and Slater
(1989) used a narrative approach in reviewing prior research to propose a
strategic export model of managerially controllable variables influencing
export performance. Their model identifies a balance of firm resources,
competence and characteristics, and strategy, as being the key antecedents

of superior export performance.

Aaby and Slater’s (1989) work provided the basis for the more rigorous, “vote
counting”!, (Hedges & Olkin, 1980) approach used by Chetty and Hamilton
(1993) to review past export research. Chetty and Hamilton (1993) while
finding support for Aaby and Slater’s (1989) strategic export model concluded
that the causal relationships required better definition. Drawing on relatively
more mature export performance research, between 1987 and 1997, and
using vote counting methodology, Zou and Stan (1998) produced the most

comprehensive of these integrative efforts to date.

Zou and Stan’s (1998) review uses a framework of four classifications,
internal controllable, internal uncontrollable, external controllable and external

uncontrollable to present the variables identified in research.

YA procedure used in meta-analysis, which allows the effect size of variable to be
calculated, see Hedges & Olkin (1980) for a detailed explanation.
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The resource based view of the firm (Barney, 1995) is used to justify their
internal classification while industrial organisation theory’s suggestion that
external factors influence performance underwrites the inclusion of external
factors. Zou and Stan’s (1998) framework is used in table 2.3 to present the

variables found in past research to influence export performance.
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Table 2.3

Export Research Reviews and Meta-Analyses

Internal Controllable

llnternal Uncontrollable

lExternaI Controllable |Externa| Uncontrollable

Zou & Stan (1998)

Export planning
Good export organisation

Proper export strategy
Product channel & price
adaptability

Use of market research
Export commitment
International orientation
Positive export perceptions

International experience
Well educated

Firm international and
business competence

High technical competence

Industry instability

Further factors were
inconclusive

Chetty & Hamilton (1993)

Quality control

Export exploration analysis
Market knowledge

Market selection

Product mix & promotion
Flexible pricing

Committed Management Firm size
Market planning Profit perceptions
Export policy Technology

Aaby & Slater (1989)

Committed management
Management perceptions
Export planning

Formal control systems
Market selection

Price objectivity
Distribution & service

Madsen (1987)

Internalised marketing

Adaptable marketing
Contact with market
Close to distributors
Market concentration
Market knowledge
Management commitment

Separate export
department

Export market attractiveness

Psychologically close mkts
Market type

Bilkey (1978)

Quality of Management
Risk perception

Magt. interest & enthusiasm
Perceived export
attractiveness

Magt. foreign attitudes

Psychological distance

Firm backgrnd & traditions
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This collage of research findings shows that factors internal to the firm are the
independent variables most commonly identified as influencing export
performance. Where external factors are identified as influential by Bilkey
(1978), Madsen (1987) and Zou and Stan (1998) they can only be classified
as uncontrollable. Indeed, the absence of any external controllable factors
reinforces Aaby and Slater’s (1989) view that “The individual exporter can
only to a very limited extent influence this [their] environment, and in most
situations must consider the macro-parameters as given constraints” (page
7). Further, where external factors are identified as influential in the export
process their uncontrollable nature suggests that firms ability to control many
internal factors makes them the most important influences in the export
process (Zou & Stan, 1998). Of the internal factors several are common over
all four studies; these can be identified as firm characteristics, firm

competence, strategy, and the nature of firm management.

Firm characteristics are identified in all the reviews, except that of Bilkey
(1978), and are classified as being both controllable and uncontrollable.
Characteristics are identified variously as good export organisation (Zou &
Stan, 1998), committed management (Aaby & Slater, 1989), technical
competence (Chetty & Hamilton, 1993b; Zou & Stan, 1998), firm's
background and traditions (Bilkey, 1978), firm size (Chetty & Hamilton,

1993b) and separate export department (Madsen, 1987).
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In broader terms these characteristics are conceived as subjective attitudes
and perceptions (Aaby & Slater, 1989) and as objective physical and

technical realities (Madsen, 1987) and are a foundation for other factors

influencing export performance.

Firm competencies that influence export performance are predominantly
conceived in terms of control and planning. They are specifically identified as
market knowledge and research (Chetty & Hamilton, 1993b; Madsen, 1987;
Zou & Stan, 1998), international and business competence (Zou & Stan,
1998), quality of management (Bilkey, 1978) and export planning (Aaby &
Slater, 1989; Zou & Stan, 1998). Central to these competencies is the ability
to gather and apply knowledge to develop appropriate export objectives and
policies (Aaby & Slater, 1989). This thinking is similar to that of wider
business research findings in which clear objectives and policies are seen as

the foundation of effective strategies (Porter, 1980).

All these reviews, except that of Bilkey (1978), identify strategy as influencing
export performance. Strategy is identified in terms of proper export strategy
(Zou & Stan, 1998), pricing (Aaby & Slater, 1989; Chetty & Hamilton, 1993b;
Zou & Stan, 1998) and market adaptation (Aaby & Slater, 1989; Chetty &
Hamilton, 1993b; Madsen, 1987). Export strategy is also evident in market
concepts, such as market concentration (Madsen, 1987), market selection

(Aaby & Slater, 1989) and marketing mix variables (Zou & Stan, 1998).
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Strategy is clearly a key factor influencing export performance. However while
strategy is a significant factor, it is important to note the comments of Zou and
Stan (1998) that “exporting strategy per se does not necessarily affect export

performance” (page 345) and strategies must be appropriate to exporting

circumstances.

The internal factors of firm characteristics, competence and export strategy
provide a platform for the application of firm management qualities in the
export process. These management dimensions are conceived variously as
internationally oriented (Zou & Stan, 1998), interested and enthusiastic
(Bilkey, 1978) and committed to exporting (Aaby & Slater, 1989; Chetty &
Hamilton, 1993b; Madsen, 1987). Such qualities generate positive attitudes
and perceptions within firms, and are noted in export performance research
as having a positive influence on export performance (Bilkey, 1978; Chetty &
Hamilton, 1993b; Zou & Stan, 1998). While some specific research suggests
that management qualities may not significantly influence export performance

(Moini, 1995), all else being equal, these features must determine relative firm

export performance.

Although factors external to the exporting firm are omitted by some reviewers
(Aaby & Slater, 1989; Chetty & Hamilton, 1993b), others see the environment

as an important factor influencing export performance.
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Indeed the environment is seen in wider business research as having a

significant influence on firm performance (Porter, 1980; Venkatraman &

Prescott, 1990).

Where external environmental factors are noted in the reviews they are
defined in terms such as export market attractiveness (Madsen, 1987),
psychic distance (Bilkey, 1978; Madsen, 1987) and industry characteristics
(Zou & Stan, 1998). Interestingly the only external factors identified are
classified as external uncontrollable, serving to support Aaby and Slater’s

(1989) contention that the external environment is beyond the control of

exporters.

In addition to the clearly identified influential independent variables in the
above reviews there are some that are less consistently noted and for which
findings are inconclusive. Firm size is commonly mentioned (Aaby & Slater,
1989; Bilkey, 1978; Zou & Stan, 1998), but a lack of consistent
conceptualisation and methodology is seen as producing inconsistent results
(Zou & Stan, 1998). In some research the age of a firm and its staff is found
to influence export performance but results are inconclusive (Bilkey, 1978;
Zou & Stan, 1998). The attractiveness of domestic market conditions is seen
as influencing export activity (Madsen, 1987; Zou & Stan, 1998), but results

are not conclusive and further re