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Inter national expansion through joint venture:
Situations and strategies from a network per spective

Abstract

The paradigm shift to customisation, economiescope and focus on core competence (Talay & Cavusgil
2008) together with rapid globalisation has creaeituation in which many companies have beenquligh
redesign their strategy concerning internationabsa One often used alternative is to considegrimational
joint venture (1JV) as a method to up-date intéomatl competitiveness. The research on IJV conategr
heavily on multinational enterprises (MNE) and vdeyge companies. This paper contributes to the
understanding of the managerial decision makingmthey consider the 13V as a solution for the expan
both in small and in large companies. The studytdims focus on the strategic rationale and parseéection

(cf. Beamish & Lupton, 2009). The aspects how mergglan the expansion into new markets and the
respective new business networks using IJV anadhégurations around these business networks laeid t
influence on the strategic decision making formrémsearch questions for this study.

The internationalisation process is analysed frometavork perspective (Johansson & Mattsson, 1988ha
firms studied are involved in complex structureBe Tesearch is based on a larger European reqaaijelt.
This part uses mixed methods and analyses four. H&/sh of them has one German partner. At leasbbne
the parent companies is a manufacturing compangoaofe sort, i.e. they deal with physical production,
manufacturing or construction activities.

Introduction
Joint venture is seen as a tool for internationglaasion. 1JVs enable firms to access the complaangn
resources and capabilities of each other (Beamishugton, 2009, s. 75), which they need to achieve
economies of scope and/or scale and to bring nedugts, services or technologies into market fastere
efficiently, more reliably and more cheaply thanaithey could do alone or using other methods.tJoin
ventures have by definition partners. These pashigs give the participants certain status andtiipasin the
eyes of local business environment and also onntleenational arena. These connections to locainkeas
networks also assist 1JVs to navigate in envirortgién which they would not be able to cope with
successfully without these relationships, socigitehand connections (see Beamish & Lupton 2008pK
2008). The existing research literature provideswams to many managerial questions, but some a&spect
around the situation in which managers need todéeifithe enter an IJV or not, are still rather gually
studied. The research results on joint venturesapeaificant, but often with contradictory findingReus &
Ritchie, 2004, p. 369). Talay and Cavusgil (2009,80) request more studies using primary data and
explanations on “what is inside the managers’ niint@lke considerations on entry and further penietnato
foreign business networks on a social and mandderial are rather idiographic, but still, they chave
instrumental role in understanding these dynamied eeasons. Especially the following questions are
complex, but not well understood:
R1: why managers consider IJV to be the right fooexpansion in a specific situation?

-How are these situations?
R2: do they regard 1JV as the key to the respeatiee business networks, (as a superior method in
comparison to acquisition or wholly owned subsighar

-Is I3V a unique option for these situations?
R3: What kind of business network configurationssthcompanies have regarding the target marketyamd
they influence the strategic decision making?

-Are these 1JV market specific or are they pai gfeater agenda?

Joint Venture is a form of foreign direct investmemich serves a company’s expansion into otheketay
mainly of large enterprises. Joint venture is ndlynan acquisition of a part of an existing compaya
Greenfield investment. It is used for manufacturiggles, and distribution and various service Higs/as
well as for research and product development astthtdogical cooperation.

The idea in this multiple case study is to folldwe fogic in four cases and describe their choigesstablish a
joint venture. The analysis is supported by mixedhuads.

The contemporary complexity puts new requirementexpansion strategies and methods. Joint-Vensure i
used in several types of situations and combingtiooncerning products, services, countries, and and
technology development. From a company’s pointiefwwery essential point is with whom the company
does business with and what for, which is theirkeband business and the foreign joint venturenparand
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how well they are able to achieve their goals toget The,soft® variables for joint venture strategy
development and the respective management require emphasis, since we tend to concentrate on the
economic and legal framework leaving the inter-argational and inter-cultural chemistry aside. Reasfor
certain actions are often based on chemistry apdroymity more than a strict strategy plan. Thislégrack”

of strategy is therefore of interest.

The study attempts to take a look at these fowrasins and functioning logics as a part of thatety
process. The decision making situations which MN&se in comparison to small and medium-sized
enterprises (SME) are not similar due to their \herence in resource structures, but the meits®lf is
similar. It analyses the cases and describes ghbglchanges in positions that have been achiesieg 1JV.
The perspective is managerial, it follows the eghase of the 1JV creation and follows an inductive
approach.

The theoretical framework is based on JohanssorMattson (1988). Their concept of internationalmats
applied. The four types of categories are reflectethe four IJV cases.

The object of the study is to provide a tentativadel that assists in the ,positioning“of the jougintures, the
situations and the reasoning criteria behind. llofes a theoretical approach that builds on Johamssnd
Mattson (1988) and those four situations.

One reason for the controversial research resulexisting literature for the identical method apansion
can be the idiographic nature and the too simplisitus of research, the object of research. Waedl to
understand overall strategy before we analyseaitS8ah elements. In terms of joint venture dealstamrd to
compare apples with pears when we use secondasrialatherefore it is important to analyse on @iy
basis and identify real life ,positions” i.e. sitioms and reasoning embedded in time and processng the
objectives of the study is to contribute to underding on contemporary situations of 1JV creatiod their
strategies by incorporating the immediate businessorks of the firms into the picture.

The purpose of the study is to provide a prelinyrigpology of positions. This research processyeses and
describes joint venture as an expansion methodforgn markets which is approached from a strateg
point of view of a German parent company. It doelsaitempt to create any nomothetical models,duses
on the identification and creation of positionsanhich companies have to design, decide and actaéoute
their joint ventures and the development of theg#ies. The paper builds on the viewpoint of 1J&fgnts on
subsidiary and new venture views (Mainela 2001) emldrges the approach further, since it is comsalé&cf.
Lorange and Probst 1987) that there are two impbrapects for the management of internationalt join
ventures: the context dependence of joint ventaresthe focal role of the joint venture itself. itontext
dependence is seen here as embeddedness intolasieass network. Therefore it is essential toyeeathe
novel network of the I3V in order to understanceislution.

The preliminary assumptions drawn for the analysse:

Al: There are generic situational and context-ddpehpositions, which are built on the internaticaion
degree of the parent companies, that of the IR jthe type of business and the target market

A2: A position is an intentionally created strategituation executed by the managers and heaxvilyeimced
by the business environment and context, espedialigrms of international business networks (manag
entrepreneurial, social, cultural, etc)

A3: Joint-ventures evolve and change positionsnie tand this evolution is particularly connectedhwhe
strategy and evolution of the business networkefdarent companies

M ethodological approach of the study

This multiple case study (Yin 1984) follows firstraher inductive approach which filtered a largggearch
material and then selected four representativatiitos. The results indicate four different typépositions
which share characteristics with Johansson & Matttsgpproach (1988) on internationalisation. Theigogh
material was analysed and reflected on this framleweor example, following variables were compared:
company size, field of business, business actiuitygstments abroad, ownership strategy and steictimne
span, target country, previous experience, motif@s) of joint venture, investment type and parirtbe
relationship with the partner, historical positiom the target market, expected development and the
realisation, up-dates in the ownership structure.

The study started as a part of a larger Europeantigative research project on International Jdientures
(IJV). This part concentrated on the German papenspective. The project started autumn 2007. Tinys
had a dual strategy towards mixed methods utitisafl he purpose of this methodological choice weaget

as much valuable information out of this reseamigdt group as possible both by using a structured
questionnaire and semi-structured and in-deptnviges.
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The project used a standardised questionnaire glidhn which was translated into German and shghtl
modified to match the respective meanings and teatioural setting. The similarity of language was
verified by two native speakers. The project wis® aupported by the Finnish Embassy in Berlin veith
separate cover letter requesting the managers tticipate. Thomson Financials as Excel databases
functioned as the study material. This researcherni@thad been provided by Vaasa University. German
takeovers and joint ventures were sorted out.
The criteria for suitable cases was based on fleving characteristics:

« Joint Venture established or significantly altebstiwveen 1990 and 2004, preferably 1995-2004, this

was later stretched to include newer cases up@a@ 20

« At least one partner should be located in Germawdyame partner outside Germany

« German ownership should be between 10 and 94 %erpbdy 25-70%

* Investment amount should be significant, at leasilkon Euros

« The company should employ at least 20 people

e« The company should be active in industrial or comsuproduct production activities or such, it

should not be in banking, insurance, capital inwesits, or other pure service business

* The questionnaire and the study was targeted otogheanagement and/or ownership level
First part of the project was to go through theslend to sort out all such cases that were ndyiagpto the
above criteria. Also companies that had more them jbint venture cases were taken into account only
concerning the first two to avoid too massive maii. The remaining cases were compared case byvithse
their respective internet sites to compare if tifermation was confirmed on the company’s site anfind
out the contact information of the respective Gerrpartner which was then the targeted informane Th
search machines used were Google and Yahoo. Ini@ddo telephone catalogue also various German
business directories and publications were usedt@angulation material when available.
The purpose was to get accurate information comgrach case, since the Thomson’s Financial datga w
partially very old, from early 1990’'s, and the caamg names and ownership configuration had oftengdz
many times since the original data collection. @hmunt of cases identified originally in Thomson\aasa
research team was 790. However, a majority of tlsases did not fulfil the criteria set. In addititmthe
listings from Thomson'’s Financial also other cagery actively searched and identified using managgm
publications, managerial networks and search mashénch as Google and Yahoo. Searching was cauted
both in English and in German to obtain as broapoasible data sample.
The filtered, supplemented and up-dated listingeevmeade in Excel with the following structure: Camyg-
Acquirer, year of acquisition, target country, aiced company (IJV), contact person, address, telephfax,
e-mail, field of business (acquirer) ownership bagd/ Greenfield/acquisition, existing/divested.
The case listings were made in modules. Modules 4 Wwere sent by post during winter 2007/Spring800
addressed directly to the top management, spedcifitdcontact persons name. Only in some casesdhe
was not able to be detected in advance (some cdespdit not have internet sites). The post was wéht
both questionnaires, English and German, with &ictatter from the University of Vaasa, with a sofjve
cover letter from the Ambassador of Finland whalkirsupported the study as the “Schirmherr”, anthhe
response envelope. The reply address was at tmgi¢teHeine University or Vaasa University when ledj
otherwise the informant was able to choose betdgeand direct on-line response.
The procedure was carefully planned and testedrées$tart, so that the major problems concerning
information flow and confidentiality could be redutto the extent possible. The research team im&wer
also checked the letters and style so that there we room for cultural misunderstandings or wrevayd
usage. The modules 1 to 4 had respectively 647@945 cases that were identified and contacted.tdtal
amount filtered with the preferred criteria frometifhomson database was 218. Module 4 was based on
material that was downloaded after the first thieeomplement the diversity. The responses ratelowms
between 4-10% All informants had at least one month time tovears
There were both endogenous and exogenous reasaregfédcted the quantitative part of the primarytenal
collection The endogenous reasons are: the topidtandata requested is in many companies condidere
confidential (non-disclosure agreements), the l@aapanies and top managers in Germany are conshuo
bombarded with requests and questionnaires andftiierthey are basically negatively oriented, miange
companies in Germany have a house rule that theyalotake part in external research projects or
questionnaires, high level of hierarchy and theusobindered middle managers to participate , catpor
culture in SMEs and family companies. The exogemeasons are: The mailings took place during theesa

! The rate depends on the type of answer, full angweetial response or a refusal. According to Belu¢ Post a
response rate above 3 % is acceptable and norrdakict mailings.
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period of time when Nokia announced its factorysitig in Bochum, which created an unforeseeablenpole
and negative discussion about Finnish companiesbarsihess ethics. Nokia became the scapegoat and
Finland the “evil globaliser”. This created a mosigative and icy approach also to the researckeqraj
terms of telephone communication, and it is assuthatthis also reduced goodwill. Spring time isnany
such large companies a very hectic time periodrally, which might also affect the response wiliess
During winter 2007/2008 the German Delegation afulstry and Commerce and the Chinese Chamber of
Commerce, in co-operation with EAC - Euro Asia Qdftisg carried out a competitive research program
called ,Potentials and Problems on the Chinese dtdde German Companies”. This was distributedulgro
the German Chamber of Commerce organisation tasathembers involved. It is assumed that this mathe
similar research project was prioritised in mangnpanies since we had the same research target.group
The responses were then combined with qualitatate dollection using mainly in-depth interviewst biso
semi-structured interviews. Additional date wademibd using sources such as annual reports, wgdsEnd
published articles in business magazines and ngespa

Major methodological problems forced the changeatdls mixed methods in the research plan. One proble
was the quality of Thomson’s Financial data (inmerof usability and accuracy). The data materidl &igo
built-in problems: in a significant part of the givlistings it was not specified if the ownershiaege had
been executed as a joint venture or as an acquisitiherefore the expansion strategy could nodbetified.
The lack of such I3V filter possible left a lot obmpanies on the listings that do not considerrthei
acquisitions to be in the category of internatigoadt venture.

One timing related problem seriously affected #&ponses: the managers responsible for IJVs tenmve
forward very fast after the completion of the |Bfter couple of years there are no managers alaiaho
know something about the “history and backgrounidthe 1JV. This has been the case especially in BINE
and those which are linked with US partners. Mamyganies answered that they cannot reply becaese th
is no historical knowledge available.

The interviews were carried out in following sestaronstruction, construction material manufactyrmetal
production, and chemical and consumer products.ifiHdepth interviews provided a comprehensive view
the decision making process and strategy for tieption.

As a methodological recommendation it can be daéd KJVs should be studied as long as they arerrath
“fresh”, preferably within two years of establishmieAlso the target persons should be the speaifes who
have handled the establishment of the IJV.

Theoretical Framewor k

The study analyses the concept of Internationalt denture and why they are used as an instrunant f
market entry and penetration. This part providebat literature review and an overview to the alsion on
this instrument. International Joint Venture isoanplex phenomenon, which is in this study restddtethe
part of joint ventures with equity, i.e. financiatlationship is created between the partners, ost |
cooperation. The advantages of this method arshbeng of risk and the ability to combine streisgitn a
joint venture. Thus a company with in-depth knowjedf a local market might combine it with a foreig
partner who lacks market knowledge but has corsierknow-how in the area of technology and process
applications (Keegan, 1989).

Luostarinen (1979 p.22) devided the types of faredgerations into direct and non-direct operatidrss
view separated the categories on the basis oftdim@nership and monetary investment, internatigoialt
venture as method of internationalisation is abetween model, a combination of both types. Maryt jo
ventures are close to contract manufacturing ancgrauction, on the other hand, many 1JVs areectos
subsidiary in manufacturing or sales office witlittée bit of foreign (local) participation througihe previous
representative. A remarkable number of joint vesgustart as a common venture of two partners wagh t
logic to become a wholly owned company after aapermperiod of time, particularly when the 13V idiae as

a part of the international sales network. The dgitgy idea in 1IJV establishment is often the biilt
evolution of the 13V itself through ownership refigaration, because one partner in an IJV possdsstisa
“call option” to buy out the other partner, andput” option to sell out to the other partner, degieg upon
how the IJV performs in the future (Chi & McGuirg996; Kogut & Zander, 1993; Buckley et al. 2002).
Business networks evolve and they have three mhasgs: The emergence of a network, the network
development process and the achievement of theonet{@hauri et al. 2003). IJV can be the instrunment
reach this achievement.

Previously the dimension of manufacturing operatiaas strongly emphasised (see Luostarinen 19uéjt b
seems that today the issue of distributive tradgaising importance (Grell, 2007, Business Forunin€h
2007). The role of sourcing, international salesl a®rvices has become very important due to the
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globalisation. Distribution and respective senacgvities are increasingly becoming the additicz@itext to
manufacturing activities.

The approach on cooperative internationalisatiom$o(Perlitz 1997) illustrates well the developmehthe
concepts concerning IJV. The problem of this ilasbn became clear during this study, since theeemany
IJVs that belong to several categories at the sanee For example, some companies use Joint Veakisn
instrument for international project managementeagrents regulation so the length and type of their
involvement. Therefore, it can be stated that ftifferént instruments of internationalisation do moiclude
such parallel strategies. As cooperative internafisation forms indicate, there are several tygfestuations

in which these instruments are applied. Technoloaged, knowledge-based and service-intensive joint
ventures are established as a part of an accelguedeess where other factors than those in matuifag set

the functioning logic.

There are significant differences in circumstarineshich 1JVs are established, their evolution andcess is
therefore highly context-specific. In business, ttheoretical typology of a certain instrument i¢ relevant,

but the usability of the instrument for solvingexrtain context-related business problem and theument's
legal structure. For example, 91 % of the Germapardents concerning German-Chinese Joint Ventures
stated that the JV Partner’s support in dealindh wiithorities has been an advantage of Joint Veritur
comparison to wholly foreign owned enterprise (WFOEhe direct management control and the control of
technology and know-how were considered by over 9ff%espondents as an advantage of WFOE in
comparison to 13V (Business Forum China, 2007)s Clinese contextual setting has strong charatiteris
which are not necessarily comparable in time sithee legislation has changed concerning foreignctire
investments and the type of businesses have evolvgaint venture might link up manufacturing resoes
and skill with an international marketing capablilltut it also may be the only way to remain or ere
country if the country has a law that prohibitseign control but permits joint venture. Mexico a@tina
have been examples of this type of country. Sol,many companies like one electronic tool mantufises
China is seen as a target market for sales, ngtasn& low cost manufacturing platform.

It is possible to use a joint venture as a soufcgupply for third country markets. However, codfiat as
strategy creates often a problem of mismatch ireetgtions; one of the main reasons for joint ventivorce

is the disagreement about third country marketsrevhmartners face each other as actual of potential
competitors.

IJVs are not unknown to small and medium-sized anigs, although they are often more limited in .size
Partners that lack sufficient capital resourceshinget together to jointly finance a project (Keegh989).
Duration and timing of venture is one of the kegneénts for understanding it. For example, the &ahit
resources of SMEs in comparison to MNEs appearhéir texperiential knowledge, risk tolerance and
indirectly in trust creation (cf. Buckley & Cassdr§88; Blomstermo et al., 2002).

Johanson and Mattsson (1988) define internaticatadis as the process of firms which aim 1) to
develop existing positions and increase resourcendtments in profitable nets 2) to increase coatiim
between positions in different national nets, andtd® establish positions in new networks. This s a
evolutionary process, where relationships are tigdges to foreign markets. Johanson and Mattss888(1
p.297-306) emphasise the firm’s position in themoek and the degree of internationalisation of fina as
well as the internationalisation of the market. yrhave identified four types of firms and situagon

The Early Sarter has limited relations with foreign firms, which digg to other firms in the
production net too. The firm has very limited kneddje about international business, therefore the dses
local agents or trading houses or other firms wéreetexperience of e.g. exporting in order to be ablistart
international operations and to learn. It takesaatige of the existing positions in the market pamil by
other firms (Johanson & Mattsson 1988, 298). Inugsinto foreign operations is rather limited. Taarly
starter applies in this phase often other thariX¥énstrument to its operations. Indirect or cogize forms
of venturing are possible.

The Lonely International is a case where the firm is highly internationaliseut the market
environment is not. The firm has previous expegemed knowledge, therefore it may adjust to difiess on
international markets and it may enter into nevs radtroad and extend its operations. It may useettsork
in order to expand. The firm is more autonomous mamed to other actors in the network concerning
expansion to new markets. It is more likely thag ttole of this firm will develop to a promoter for
international expansion of its counterparts in tietwork. The lonely international can use variod¥ |
instruments successfully in its foreign operatiaugh as international production and sales.

The Late Sarter has its domestic network as a learning platformstarting international operations.
"Relationships in the home market may be drivingcés to enter foreign markets. The firm can bel&ull
out’ by customers or suppliers, and in particulgrcomplementary suppliers, e.g. in big projects’arkét
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investments in the domestic market may functiomragng forces and can be seen as assets whiclbean
utilised when the firm internationalises. The L&tarter uses IJV carefully, for certain circumstnonly.

The International Among Others, here the firm and its environment (or network ofsibess
relationships) are highly internationalised. Intional extension or penetration means only a grachiange
of the position of the company concerning its in&ionalisation. The firm may use its internationat in
order to bridge over to other nets. For the iragomal among others IJV is a method among otlitehas the
capability to apply many forms of 1JV successfully.

Analysis of theresearch material and the research outcomes

The material indicated that these managers corsidElV to be the right tool for expansion, becaitse
provided the correct configuration and structure tlee opportunities they had identified. All theufo
companies had a long-term strategy in which thesgstbns needed to fit. The situations were afiedént.
One company (Medium-sized) had no previous expegi@m the target market, but had social and marager
relationships in the area and had also export expee. A large construction company had no previous
activities in the target market, but had a strortgrnational experience it could apply in any markée two
other large companies had various operations iim theget market before, but considered IJV to he t
instrument that enhances their performance, posigstatus, market opportunities and results in g that
other expansion instrument could not. There weageifitant reasons behind, such as the labour costgket
opportunities, access to new market segments artt rttarkets, but also very practical reasons suctha
high cost of logistics due to the product size,tmall connections, access to local business nétsvand
other. The target markets were: China, Australiafugal and United Arab Emirates.

The managers considered IJV as the key to thecésp new business networks due to the fact that i
gives a “face” to the company in the target madther than that of a representative, wholesalettwer. This
direct access to customer contacts was a very tamptadecision making factor to three of the cakegnsing
could not provide the same level of long-term cointtind the expected level of “smooth operations”. A
wholly owned subsidiary could not access the custoamd stakeholder networks which were criticahlin
cases and an acquisition could fail and leave t@nraltive solution for the existing market players.

In the sense of access and further penetratioriootd and international business networks thedgtfon did
provide a unique organisational solution for thisse situations. All other methods had some elesémat
we not strategically compatible and could not semgea real option in the managerial decision making
process. Essential elements were the direct inwzdvé in combination with the local competencespueses
and business networks.
Each company had different business network cordigans in the home market, in the target market an
also in international or third markets that wereaévance for their decision making. Two of thead ltlear
elements for serving the target market itself arel dther two were also interested in the targeketdvut
only in secondary sense, the primary interest ciom global competition and customer service. Efach
needed in addition to production activities alscaldbusiness and stakeholder connections to catrgales,
marketing and service activities in the target ratidk regionally around the broader area of tamggaket.
The material indicates that the 1JV option had buo#rket specific characteristics as well as otbksrin a
greater strategic plan of the company or the gr&gstially these location specific characteristicge also
seen as a stepping stone for further internatisatin from both parents’ perspectives.
The four situations resulted in Positions 1-4 Johansson & Mattsson 1988):

1. A project-like joint venture organisation (Projedesmporary organisations)

2. Long-term committed strategic partnership (sub@mting, co-manufacturing, customer service for

global accounts)
3. A market penetration into a growing new market (and hub creation)
4. A mature stage as a larger establishment for iategiobal sourcing (Further market penetration and
further internationalisation)

Position 1: The lonely international

The project-like 13V here is used as a method bighly competent and international company. Herstmb
the business actors involved have a high degregerhationalisation and the strategic settingdasong
global dimension. The case of this constructiongamy indicated how 13V functions as an operatiomadlus
for international project management. The strategyearly defined from the beginning: Objectivesyject,
duration, roles and obligations. 1JV is here thg tkeget access to local networks and resourcesiecidion
making systems.

Position 2. The early starter
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The type of long-term strategic partnerships rexgua different time orientation than the other frirhis
type of 13V was created in order to get synergigsop SME cooperation to serve markets abroad, imoth
terms of sales and as a supplier to partners widagk already internationalised. A German metal pecbd
manufacturer is not internationally experiencedd®ris the right connections through managerial oddsvin
order to find partners who also want to combinedsrfor internationalisation. These long-term catitipe
advantages are only possible with a close committdionship.

Position 3. The late starter

This strategy had similarities with pioneer ortfinsover strategies, but with different businessctThe
competence was collected in other markets andapplied into a new growth market when it was fiested.
Many companies test the potential first using agsgntative and then increased their involvemeet.ldhe
construction material manufacturer had prelimirecivities that could be seen as a preparatiohJior
These activities had created a network of contautsassisted the company to understand the impertain
direct customer service in the specific locatiowustrial customer contacts stimulated the process.
Position 4. The international among others

This type of further market penetration strategnpgisJV was typical for large companies, here tleeteic
tool manufacturer represented a typical case witigla degree of internationalisation. Such compahieve
relationships in the mature stage that are tramsfdrinto WFOE, IJV or other direct investment forifise
stimulus for the strategy is the better and mofieiefit access into local business networks andsotec
makers as well as the creation of more in-deptimeags relationships on the managerial level. Batlemts
see this strategy as the right one for expansicailijpand internationally. This strategy is usedneate time
and market related benefits and advantages, ut@teduce risks and costs, since the beginnirgg (f
market entry) is done by using another method (@atimarketing investments).

The lmplications of the study

This first analysis of material from a network pegstive supported the type of thinking that is hdhi
internationalisation approach from a network pectipe (Johansson and Mattsson 1988). It indicdtat the
preliminary assumptions, A1-A3 had some validity:

Al: There are generic positions. The research mahtadicated four main categories of strategiciaitons
which in terms have large contextual differences.

A2: A position is an intentionally created strategituation executed by the managers and heaxvilyeimced
by the business environment and context, espedraligrms of international business networks (manag
entrepreneurial, etc). The strategic and operadegision making indicated that these 1JV decisiomse
thoroughly considered and intentionally createde Titiative could come from various actors outsitde
first setting.

A3: Joint-ventures evolve and change positionsnie tand this evolution is particularly connectedhwhe
evolution of the business network of the parent mames Some joint ventures developed surprisingly
positively also from the perspective of the pa@pany, but in general, the development of thé#ge Was
tightly connected to that of their parents. Sthie data indicated that 1JVs may stimulate oth¥s Ifbr their
parents, both for new products, services as weiklasr new activities and markets. Some 13V evolvetin
their original parents, but mainly it was a steywdads further internationalisation. The charactandividual
IJVs changed during time and could move from a sntvactor-type of a relationship towards a strateqi
partner which had more and different activitieshwibhe existing partners than in the beginning, the.
network grew.

The Conclusion

The study indicates that there are idiographic raridms and situations for each 13V which depentlpign
its position, parents, market and the businesgefssuch as parents’ connections, business networks
experience, existing market positions internatitynalay a significant role in the life cycle of &i. Both
temporary project IJVs and unlimited long-term parships can be there for the similar reasond, B¥s
are not “comparable” per se with each other, sgcélarity in network positions should be notablibe
reasoning, decision process and strategy of e&ttitter. These differences have similarities witle phases
described by Johanson and Mattsson 1988.

It seems that there should be further researchrtsaaategorisation of 1JVs which would take into@amt
the expansion capabilities, the degree of intepnatiactivities and types of the 13V and the stiebf the
parents’ network connections before and after iNe &s well as that of the 13V itself. It is suggesthat IV
IS treated as not only as stepping stone in intemalisation process towards a WHOE but also as an
independently evolving instrument for further im&tionalisation. This would give a richer view ke treal
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positions of both parent companies and the IJMs.dtiggested that the study continues with thé/siseof
the quantitative material to verify the findings atarge scale.
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