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Strategies for internationalisation of SMEs
— based on the example of the company
operating in the creative industries sector
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The modern global economy exerts tremendous pressure on the development and functioning of
every business. Technological evolution facilitates penetration of markets, customers demand
higher quality for a lower price, a new generation of aggressive competitors emerges, and global
companies demand high competitiveness — these are only few features of the global market.
The analysed company has a stable position in the domestic market and it must enter foreign
markets in order to grow and increase its competitiveness. Internationalisation is a natural
step in the development of any successful business. The aim of the paper is (i) to conduct an
analysis of the target markets (FMCG, pharmaceuticals, and advertising services) in selected
Scandinavian countries and (ii) to develop recommendations for optimum instruments to
facilitate the entry into the target markets in selected countries: Sweden and Norway.
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Strategie internacjonalizacji firmy rodzinnej
na przykladzie sektora kreatywnego

Wspdotczesna globalna gospodarka wywiera ogromng presje na rozwdj i funkcjonowanie kaz-
dej firmy, w tym firm rodzinnych. Ewolucja technologiczna ulatwia penetracje rynkow, klienci
wymagajq wyzszej jakosci za nizszq ceng, pojawia si¢ generacja nowej bardzo agresywnej kon-
kurencji, firmy w zasiegu globalnym narzucajq wysokq konkurencyjnosc — to tylko nieliczne
cechy globalnego rynku. Analizowana firma rodzinna ma ustalonq pozycje na rynku krajo-
wym i aby rozwijac sie i zwiekszac¢ konkurencyjnos¢, musi wchodzic na rynki zagraniczne.
Celem artykulu jest 1) analiza rynkow docelowych (FMCG, farmaceutyka, oraz uslug rekla-
mowych) w wybranych krajach skandynawskich oraz 2) wypracowanie rekomendacji w zakre-
sie optymalnych narzqdzi wejscia przez firme rodzinng na wskazane rynki docelowe (FMCG,
farmaceutyka, oraz ustug reklamowych) w wybranych krajach: w Szwecji i Norwegii.
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1. Introduction

The modern global economy exerts
tremendous pressure on the development
and functioning of every business. Techno-
logical evolution facilitates penetration of
markets, customers demand higher qual-
ity for a lower price, a new generation of
aggressive competitors emerges, and global
companies demand high competitiveness
— these are only some features of the glo-
bal market (Figueira-de-Lemos, Johanson
and Vahlne, 2011). The analysed company
has a stable position in the domestic mar-
ket and it must enter foreign markets in
order to grow and increase its competi-
tiveness. Internationalisation is a natural
step in the development of any successful
business (Cieflik, 2011; Rymarczyk, 2004).
The industry in which the analysed com-
pany operates is generally dominated by
competition with a global reach, therefore
in order to maintain its market position,
the company should focus on internation-
alisation by exporting its services. Benefits
of export are undisputed. Export helps to
make better use of the company’s produc-
tion capacity, and thus increase its prof-
itability (Rymarczyk, 1996; Brojakowska-
Tizaska, 2016). Export contracts often lead
to an increase in the scale of production,
services and company development, as they
allow to exceed the local market capacity.
Presence in international markets allows
companies to gain accurate knowledge of
their competition and changes occurring in
the industry, as well as to improve innova-
tiveness (G16d, 2014). Export increases the
customer base and makes companies less
dependent on fluctuations in their domes-
tic market. The company’s strategy of
internationalisation is aimed at preparing
market analyses and indicating marketing
activities which will determine the direc-
tion of its export expansion. The export is
not only manner of internationalisation the
business activity but for SME’s is still the
most convince and easy manner of start to
penetrate the foreign market (Schweizer,
Vahlne and Johanson, 2010). Export is
a strategic and long-term decision, there-
fore, the company must be sure that the
main aspects of export activity have been
taken into account in the decision-making
process. This cannot be a random decision.
Export operations require expenditure and
a strategy to gain new markets. In the era

of global economy, markets are changing
very dynamically and competition is con-
stantly growing. Export brings a number of
benefits to every company, provided that
the company is prepared to export (Pluta-
Olearnik, 2014).

The aim of the paper is: (i) to conduct
an analysis of the target markets (FMCG,
pharmaceuticals, and advertising services)
in selected Scandinavian countries and
(ii) to develop recommendations for opti-
mum instruments to facilitate the entry into
the target markets in selected countries:
Sweden and Norway.

The choice of the company was dictated
by the possibility of internecialization of
SMEs on the example of an advanced
organizational structure. The company was
selected as part of the research carried out
in the project “Strategic analysis of enter-
prises” realized by Regional Association
of Private Employers of the Lodz and co-
financing within the convenience of Opera-
tion Program Knowledge, Education and
Development. As research has shown, not
many SMEs from the Lodz region under-
take activities related to internationaliza-
tion.

2. The analysis of the market
position of the company
operating in the creative
industries sector in terms of the
target markets selected for its
internationalisation strategy

Companies operating in the creative
industries sector and engaged in the provi-
sion of services in the area of advertising
products are divided into several segments.
These include importers that use interna-
tionally produced goods, manufacturers
that produce various types of gadgets,
such as lanyards, promotional clothing, or
memory sticks, and advertising agencies
that offer products from Polish and for-
eign producers or importers. The analysed
company’s position approximates that of
advertising agencies. The company, how-
ever, seeks to design gadgets primarily ded-
icated to individual marketing activities of
its customers and produce them without
intermediaries. A direct contact, advice and
understanding of customer needs (Figure 1
presents the business model of the analysed
company) play a very large role in this area.
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Figure 1. The business model of the analysed company
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Source: the author’s own elaboration based on an interview conducted with the owner of the company.

The countries towards which the ana-
lysed company intends to direct its activi-
ties in the field of internationalisation
include selected Scandinavian countries:
Sweden and Norway. The target markets
of activities conducted in the field of inter-
nationalisation encompass: (i) the FMCG
market; (ii) the pharmaceutical market;
(iii) the advertising services market.

The internal market in Sweden is a buy-
er’s market. In their actions, Swedes place
emphasis primarily on imports, wholesale
and retail sales. Sweden is largely depend-
ent on imports, which amount to approx.
7,500 USD per capita. Despite this fact, the
country has a foreign trade surplus — the
export value is approx. 30% higher than the
import value. Moreover, Sweden is the rich-
est Nordic country and also the most indus-
trialised one (Wai and Noichangkid, 2012).

The market of food products, whose
70% is dominated by three corporations
(ICA, COOP and AxFood Group,) is an
example of strong trade concentration.
The remaining 30% is covered by compa-
nies whose average annual turnover keeps
increasing each year.

Due to the fact that food products
constitute more than 70% of the market,
the country invests in small local shops,
which constitute the largest group of shops
in Sweden. In addition, according to the

Polish-Swedish Chamber of Commerce:
seasonally adjusted household consump-
tion, i.e. analysed in the same periods (for
the purpose of this study on a quarterly
basis), increased by 0.8% between Decem-
ber 2015 and January 2016. From Novem-
ber 2015 until January 2016, consumption
increased by 0.4% compared to the period
from August to October 2015. And in Janu-
ary 2016, household consumption increased
by further 2% (Central Statistical Office of
Sweden, 2017).

It should be pointed out that Swedes are
very demanding consumers, accustomed to
certain standards, and virtually none of
them will purchase a product that is not
marked with the Swedish label or flag. This
is referred to as consumer patriotism. It
should be noted that food prices in Sweden
do not decrease despite the gradual emer-
gence of new supermarkets from Europe.
The food market is still monopolised by
a few large actors. Competition on an equal
footing is also prevented by the protec-
tionist policy of the government (Wai and
Noichangkid, 2012).

Another aspect is the Swedish popula-
tion’s approach to organic food. Swedes
are a nation that for the most part eats
in a healthy manner. Organic food shops
keep opening, arise great interest and
have a quite high annual turnover. Sales
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of organic food in grocery shops have
increased in Sweden by 11% in 2010. This
was 3.1% of the total turnover of food
products in the Swedish market. Accord-
ing to the EkoWeb bulletin, in the current
year, sales of organic food in grocery shops
of this country should increase by a further
10-11% (Bryata, Lenarcik, Ocieszek et al.,
2014).

In contrast to the Swedish market, the
structure of the Norwegian retail food mar-
ket is oligopolistic. The market consists
of a large number of small grocery shops
which have gradually integrated into large
networks that currently have an almost
100% market share. The networks with the
largest annual turnover of more than 90%
of the retail market in Norway include (the
order based on their market share) (Wai
and Noichangkid, 2012):

* NorgesGruppen;
e Rema 1000;
* ICA.

There are approx. 4,000 food network
shops in the Norwegian market. Household
consumption in the area of food, bever-
ages and cigarettes grows depending on the
current needs of consumers. It should be
noted that Norway is a country whose main
income is derived from fishing. Due to its
direct access to the sea, the fishing industry
is growing quickly and is the second largest
export sector in Norway after the sale of
oil and gas. It includes the traditional sale
of fish, fish farming and processing of all
kinds of seafood (Data from the Statistical
Office of Norway, 2017).

Moreover, Norwegian consumers, as
well as consumers in other Nordic coun-
tries, are characterised by the ability to pay
higher prices for products of their native
brands. For many years, there has been lit-
tle interest among the Norwegians in for-
eign food. Moreover, the level of prices of
foodstuffs offered in Norwegian shops is
very high (in 2014 average prices of food
products and beverages in Norway were
about 77% higher than the average for
the EU countries). The fact that Norway
imposes periodic import duties on agri-
food goods, protecting its market, is also
quite significant (Data from the Statistical
Office of Norway, 2017).

In addition, in the last year, the aver-
age debt per capita of an adult Norwegian
significantly increased in households of
Norway, amounting to approx. 6%. This,

in turn, translates into a reduction in con-
sumption of all market goods and services
(Data from the Statistical Office of Nor-
way, 2017).

Therefore, most of the income of inhab-
itants is absorbed by home loans, as well as
energy and water bills. In addition, food
prices have been rising steadily in Norway:
in 2016 the food basket was 230% more
expensive than, for example, in Poland,
while prices of foodstuffs in the European
Union remain unchanged or increase only
slightly. Price differences concern mainly
basic goods, such as dairy products or meat
(Wai and Noichangkid, 2012).

The analysis of the pharmaceutical mar-
ket in Scandinavia shows that medications
sold in Norway are imported, however,
there is a group of Norwegian producers
of pharmaceuticals, namely (Data from the
Statistical Office of Norway, 2017):

e Nyegaard & Co A/S (Nyco);
* A/S Apothekernes Laboratorium for

Specialpraparater (A.L);

e A/S Farmaceutisk Industri (AFI);
e Weiders Farmasgytiske A/S (Weifa).

The main suppliers of medicines and
medical technology are multinational
companies. More than 90% of the phar-
maceutical market in Norway belongs to
multinational companies represented by
their Norwegian branches (Data from the
Statistical Office of Norway, 2017).

In Norway, there are local as well as net-
work pharmacies where over the counter
and prescription medicines can be bought.

In Sweden, until recently, state-owned
pharmacies — the monopolist Apoteket
AB - dominated. Now Swedes are in the
process of introducing reforms to allow the
opening of private pharmacies in order to
to improve services and lower prices. In
2011, the first Internet pharmacy was set
up (Wai, Noichangkid, 2012).

99% of the pharmaceutical industry in
Sweden consists of pharmacies where pre-
scription drugs and over the counter ones
can be purchased. In addition, in Sweden
pain medication (not containing paraceta-
mol) and OTC can be purchased at super-
markets and petrol stations.

Analysing sales of chemical and pharma-
ceutical products on the Swedish and Nor-
wegian market, a definite increase in sales
in Norway can be noted (Data from the
Central Statistical Office of Sweden, 2017,
Central Statistical Office of Norway, 2017).
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In the analysed markets, there are vari-
ous advertising agencies, however, none
of them offers such a business model and
cooperation with the customer within the
calculated unit cost as the analysed com-
pany. From the point of view of the cli-
ent, it is a customised product, unique and
creative, that meets the marketing needs
of the customer in the best way. That is
what characterises the company’s activity
— a comprehensive approach to innovation
management within the scope of the serv-
ices provided.

3. The company’s activities
in the target markets planned
in the framework
of its internationalisation

Analysing the studied company’s activi-
ties and activities of companies operat-
ing in international markets, it can be
said that the manner in which an offer is
assessed by customers is virtually the same.
The company’s offer is evaluated by the
national and international client in terms
of meeting global standards, consistent
with expectations present throughout the
European market. The European market is
similar culturally and socially. Promotional
materials fulfil similar expectations and
respond to similar attitudes of consumers
shaped by the common European market.
At the same time, the model of commu-
nication used by multinationals, realised
also through the communication channel
of advertising materials, is relatively uni-
form in all the European countries. The
fact that purchase processes take place
primarily in local markets is a limitation
faced by the analysed company. Thus, pur-
chases in international markets often take
place outside of Poland — in other countries
— that need to be reached with the offer. In
addition, purchases and deliveries of goods
used in supranational activities are carried
out in those countries where corporation
head offices are located, which means that
the volume of orders is much higher than
the one realised in Poland.

In the area of designing labels and
packaging, the assumptions of the ana-
lysed company are that for large interna-
tional corporations maintaining consistent
graphic communications is an essential
element of building marketing communi-
cations and brand strength. Changes may

concern only the nuances related to local
markets. In the case of the Nordic markets,
it was necessary to learn design principles
specific to those markets, described by their
common philosophy.

Command of foreign languages is neces-
sary for better communication within the
framework of activities aimed at the new
markets. Knowledge concerning the behav-
iour of final clients in the target markets is
also important. Customers expect from the
company advice on the selection of the best
tools, as well as designing the best gadgets
and packaging for a given market. Hence,
there is a need for regularly conducted
market research. In this case, it can be
assumed that recipients of the company’s
services throughout the European Union
have similar attitudes with respect to mar-
keting, hence there are similar possibilities
of its impact. Greater volatility, however,
should be assumed for the Scandinavian
markets.

Therefore, the boundary conditions of
promotional tools used in the target mar-
kets must be subject to a thorough analysis.
Detailed adjustment of the company’s offer
to the specific requirements of customers
in each market is a process which can be
implemented in the framework of signed
cooperation agreements and which is based
on the transfer of knowledge between the
company employees implementing the
project and its recipient — the customer.

Norway is characterised by a high level
of TV ads. The communications market in
Norway is very inspiring, although it refers
primarily to TV and radio commercials.
In Norway, unlike Sweden or Denmark,
there are no professional food fairs and
promotion of food products is based solely
on leaflets or shop catalogues. However,
it should be noted that the citizens of this
country are accustomed to a fairly high
level of marketing campaigns in the media.
Advertising budgets are relatively high, and
marketing departments avoid “interfer-
ing” with the work of advertising agencies,
which has a very positive influence on the
overall effect of these campaigns. People in
Norway clearly like high quality ads which
are aimed at inspiring the recipient. Being
pushy is not part of the Norwegian c.

The advertising market in Norway is
subject to very restrictive regulations con-
cerning street advertisements. As a result,
local towns are free from tons of billboards
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and banners placed in violation of archi-

tectural conventions. This is also a country

that uses its national assets in advertising
campaigns.

In the advertising market in Sweden,
especially in the FMCG sector, the choice
of communication channel is closely related
to the seasons, for example, the November
and December period brings a peak of pro-
motional activities concerning beverages
and desserts. While selecting a marketing
communication channel for Swedish con-
sumers, one must analyse in detail daily
newspapers, as they cover more than 70%
of advertising in this market. Professional
magazines and leaflets, which are usually
delivered directly to homes, are also impor-
tant media. One cannot forget about the
Internet, as 80% of Sweden’s population in
2006 used this medium, which means that
the country ranks high among the other
EU countries in its use. TV commercials, as
well as advertising in cinemas, do not arise
great interest.

Speaking of marketing communication
in the food sector, one cannot forget about
trade fairs which are popular in the Swed-
ish market. A number of examples can be
provided, two of the most popular trade
fairs are listed below.

1. Fastfood & Café fair, where all trends,
ideas, products, and services con-
nected with the fast food and coffee
market can be found, has been held in
Stockholm since October 2007. The fair
has been organised for 10 years and
each year 10% more interested people
participate in the event. More than 300
exhibitors present their goods during
the fair.

2. GastroNord - is a fair which has also
been organised in Sweden for a long
time and has enjoyed particular inter-
est of visitors. GastroNord is the larg-
est Scandinavian trade fair of products
and catering services for restaurants.
The number of exhibitors reaches even
700. The fair is addressed to owners
and employees of hotels, restaurants,
caterers, cafés and bakeries. The fair is
intended exclusively for professionals.

4. Conclusions

The studied company is planning to
expand the export of promotional items
and packaging design services, as well as

to begin selling its products and services in

the analysed target markets in Scandinavia,

i.e.: Sweden and Norway. The company’s

strategy encompasses the expansion to for-

eign markets which will contribute to the
growth of its foreign trade turnover. The
analysed company operates in the sector
of B2B products and its ultimate client is
always another company. Most managers
operating in B2B markets argue that tra-
ditional marketing does not work in sales
for the business sector, hence one must
use individual marketing solutions, differ-
ent from the ones employed in consumer
markets. The analysed company operates
in the sector of advertising that responds
to any kind of economic crises. Most com-
panies seek cost savings and “cut” spending
on advertising. Therefore, the adoption of

a strategy aimed at diversification of mar-

ket segments and product recipients will

help maintain stability and increase the
company’s turnover.

The main objective of the project is to
increase the level of the company’s foreign
trade through the development of a rel-
evant business model. This business model
is to be a tool to gain a share in the ana-
lysed markets.

A professional market analysis as well
as understanding and adapting the offer to
the client in the long term (over 3 years)
will greatly affect the development of the
company through an increase in turnover
from trade and services in international
markets and through an increase in the
company’s share in international markets.
The strategic objectives which the analysed
company should achieve in the Scandina-
vian market in the short-and long-term are
presented below. For each objective, the
measure and the tool to achieve it have
been assigned.

I. Scandinavia (Sweden and Norway)

Objectives:

1. Increasing knowledge and skills of the
company’s employees in the area of
purchasing habits and needs of inhabit-
ants of the Scandinavian countries (con-
sumer patriotism).

2. Improving the entry strategy into the
markets with very restrictive conditions
related to advertising.

3. Making use of the competitive advan-
tage in the form of specialised advice
in the area of promotional items and
packaging.
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Measures:

1. The number of employees and the level
of knowledge and skills acquired within
the framework of organised sessions of
training in customer service, purchasing
needs of inhabitants of the Nordic coun-
tries and their legislation.

2. The number of observations made by
customers regarding compatibility of the
solution with the applicable legislation.

3. A percentage share of the sales of pro-
motional items and packaging in the
Scandinavian market.

Tools:

1. Training conducted by external experts
within the framework of cooperation
with the Polish-Swedish Chamber of
Commerce.

2. CRM reports.

3. Presentations at trade fairs and exhibi-
tions in the Nordic countries, e.g.: in the
course of GastroNord.
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