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Ab stract

The aim of this study is to pres ent di rec tions for ad vanc ing ex port mar ket ing the ory
in the Asia Pa cific Re gion. To do so, I build on re cent re search in other re gions of the
world. Ad di tion ally, I build on ex plora tory find ings on the ex port ing dy nam ics and
pro cesses used by ex port ing firms based in a Euro pean coun try (Por tu gal) that has
suf fered an “ex port boom” in the last two dec ades. My find ings sug gest that fu ture
ex port mar ket ing re search should bet ter ex plore the re la tion ships among past ex -
port per form ance, cur rent ex port de ci sion mak ing and cur rent per form ance.
Moreo ver, in ad di tion to a bet ter un der stand ing of the de ter mi nants of long- term ex -
port per form ance, a bet ter un der stand ing of short- term de ter mi nants is also re -
quired. Dis cus sion cen ters on the re search and mana ge rial im pli ca tions of these
find ings. 

Key words: past per form ance, short- term per form ance, ex port per form ance,
meas ure ment, ex port ing, in ter na tional mar ket ing, mar ket ing strat egy.

In tro duc tion

De spite the four dec ades of re search on ex port per form ance (see: Tookey, 1964 as
the pio neer ing work), there are still many re search ave nues un der de vel oped. In this 
pa per I ex plore three of those ex ist ing re search ave nues: 1) ex port per form ance
meas ure ment (see:  Kat sikeas, Leo ni dou and Mor gan, 2000; Lages and Lages,
2004), 2) de ter mi nants of ex port per form ance (see: Leo ni dou, Kat sikeas and
Samiee, 2002, Zou and Stan 1998) and 3) ex port per form ance con se quences
(Lages and Jap, 2003; Lages and Mont gom ery, 2004). 

Re cent ar ti cles (e.g., Mad sen, 1998; Lages and Jap, 2003; Lages and Lages,
2004) ar gue that one of the ma jor prob lems for ex port mar ket ing the ory de vel op -
ment is the fact that re search is of ten not aligned with man ag ers’ views and in ter -
ests. This con cern has re cently been con firmed by a spe cial is sue of the Mar ket ing
Sci ence In sti tute and Jour nal of Mar ket ing Re search (MSI/JMR, 2003) in which was
de clared that there is an in creas ing con cern about the di ver gence be tween the re -
search con ducted by in ter na tional mar ket ing re search aca dem ics and man ag ers’
re al ity. Two pos si ble rea sons for this di ver gence might be the small number of quali -
ta tive stud ies and the fact that re search ers tend to look to the same phe nome non
over and over again (e.g. de ter mi nants of ex port per form ance and long- term per -
form ance) with out even ques tion ing ex ist ing ap proaches or con sid er ing new ones
(e.g. ex port per form ance con se quences and short- term per form ance). With this in
mind, I de velop herein an ex plora tory study to bet ter un der stand which ele ments
are per ceived by ex port ing man ag ers as be ing es sen tial in terms of ex port ing op -
era tions. Al though par tially driven by the lit era ture, this study will be quali ta tive and
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mainly in duc tive in or der to bet ter ex plore the knowl edge needs of ex port mar ket ing 
man ag ers.

This pa per is or gan ized as fol lows. First, I pres ent a brief re view of the ex port
per form ance lit era ture deal ing with three ex port per form ance top ics pre vi ously
men tioned: 1) ex port per form ance meas ure ment, 2) de ter mi nants of ex port per -
form ance and 3) ex port per form ance con se quences. Then, I pres ent the method
sec tion as well as the find ings of an ex plora tory study con ducted with ex port mar -
ket ing man ag ers. The pa per ends with sug ges tions for fur ther re search in the Asia
Pa cific Re gion.

Re cent theo reti cal per spec tives on ex port per form ance

Ex port per form ance meas ure ment

Re search ers have been us ing many dif fer ent meas ures to as sess ex port per form -
ance, as no con sen sus ex ists about its con cep tual and op era tional defi ni tions (Zou, 
Tay lor and Osland, 1998; Lages and Lages, 2004). The most re cent lit era ture rec -
om mends that the ag gre ga tion of vari ous per form ance meas ures into a sin gle
meas ure of ex port per form ance par tially over comes the dif fi culty of per form ance
meas ure ment (Kat sikeas, Leo ni dou and Mor gan, 2000). 

In terms of mode of ex port per form ance as sess ment, re search might use ob -
jec tive and sub jec tive in di ca tors. There are sev eral fac tors sup port ing the use of a
sub jec tive ap proach to per form ance meas ure ment. For re search pur poses, it is of -
ten im pos si ble to es tab lish a com mon defi ni tion or fixed ref er ence point across
firms. Fi nan cial suc cess for one com pany may con sti tute fail ure for an other. This
might be be cause per form ance it self is a com plex con struct in the view of the firm
(Greve, 1998). Man ag ers tend to use their own per cep tions of per form ance, rather
than ob jec tive val ues, in or der to for mu late their de ci sions (Bour geois, 1980). Al -
though ob jec tive as sess ments in meas ur ing ac tual ex port per form ance may be re -
garded as trust wor thy, this type of ap proach may raise dif fer ent meas ure ment
prob lems. As in di cated by Styles (1998), since sam ples are of ten drawn from a het -
ero ge ne ous popu la tion of ex port ing firms, the re searcher —as op posed to man ag -
ers— usu ally fixes the imagi nary bound ary line be tween suc cess and fail ure. A
sec ond meas ure ment prob lem is that some meas ures (e.g. prof it abil ity, ROI, cash-
 flow) might raise com pa ra bil ity prob lems due to dif fer ent ac count ing prac tices
across firms. A third prac ti cal con cern is that com pany re ports and fi nan cial state -
ments rarely dis tin guish be tween the do mes tic and ex port mar kets op era tions, and
even more rarely pro vide spe cific in for ma tion on the dif fer ent ex port ven tures.
Moreo ver, ob tain ing ac cu rate fi nan cial data on ex port per form ance is a dif fi culty ac -
knowl edged by re search ers, be cause ex port man ag ers might be un will ing to re -
spond openly and ef fec tively to ab so lute val ues (Kat sikeas, Piercy and Ion ni dis,
1996; Yang, Le one and Al den, 1992). Fi nally, both stake hold ers and man ag ers may
have dif fer ent opin ions about which op era tional meas ures to use when set ting tar -
gets and, hence, it be comes very dif fi cult to find agree ment on how to use fi nan cial
meas ures to as sess ex port per form ance (Mad sen, 1998) be cause per form ance as -
sess ment is of ten idio syn cratic to the type of firm and its set ting. 
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All these rea sons might ex plain why sub jec tive meas ures have been proven
to be ex tremely valid in meas ur ing ex port per form ance and in de ter min ing the man -
ner in which per form ance is as so ci ated with mana ge rial de ci sions (see Kat sikeas,
Leo ni dou and Mor gan, 2000: 505). Within this line, just very re cently, a new meas -
ure ment scale of ex port per form ance has been pre sented (Lages and Lages,
2004). This work looks at per form ance from a dif fer ent per spec tive. More spe cifi -
cally, it pres ents a new meas ure ment scale to as sess Short- Term Ex port Per form -
ance (the STEP scale) that in cor po rates 1) sat is fac tion with short- term per form ance 
im prove ment; 2) short- term ex port ing in ten sity im prove ment; and 3) ex pected
short- term per form ance im prove ment over a one- year pe riod. Sat is fac tion with
short- term per form ance im prove ment was de fined as a com pound psy cho logi cal
vari able (an af fec tive state) as sess ing the ef fec tive ness of a mar ket ing pro gram in
terms of its sales, prof it abil ity, and mar ket share, as well as over all per form ance (cf.
Bo noma and Clark, 1988) from one year to the next. The di men sion “short- term ex -
port ing in ten sity im prove ment” was used to as sess man ag ers’ per ceived change in 
the im por tance of the ex port ing ac tiv ity (in terms of sales vol ume and prof it abil ity) to 
a firms’ over all per form ance from one year to the next. The third di men sion of the
STEP scale was “ex pected short- term per form ance im prove ment”, as this ap -
proach helps to gain in sight into the ex port per form ance phe nome non while tak ing
into con sid era tion the “time ho ri zon” di men sion (cf. Kat sikeas, Leo ni dou and Mor -
gan, 2000).

De ter mi nants of mar ket ing strat egy and ex port per form ance 

This stream of re search is a par ticu larly in ter est ing and timely topic, par ticu larly if
we con sider that firms’ sur vival and growth, and the con se quent eco nomic growth
of many coun tries, is strongly de pend ent on a bet ter un der stand ing of the key fac -
tors in flu enc ing firms’ ex port ing per form ance. Al though sev eral stud ies have pro -
vided in sights into ex port mar ket ing strat egy and ex port per form ance, a lim ited
number of stud ies has at tempted to ex am ine all the in ter re la tion ships among these
ar eas, namely, the causal re la tion ships be tween 1) in ter nal and ex ter nal fac tors, 2)
ex port mar ket ing strat egy, and 3) ex port mar ket ing per form ance (see as ex cep -
tions: Ca vus gil and Zou, 1994; O’Cass and Jul ian, 2003; Lages and Jap, 2003;
Lages and Mont gom ery, 2004). 

Most stud ies in this field as sert that ex port per form ance is di rectly af fected by
in ter nal fac tors (e.g., Donthu and Kim, 1993; Holz mul ler and Kas per, 1991; Louter,
Ouwerk erk and Bak ker, 1991; Mad sen, 1989) and ex ter nal forces (e.g., Donthu and
Kim, 1993; Holz mul ler and Kas per, 1991; Louter, Ouwerk erk and Bak ker, 1991;
Mad sen, 1989). How ever, ac cord ing to some em piri cal stud ies (Ca vus gil and Zou,
1994; Ho ang, 1998), there are at least some in ter nal fac tors that have an in di rect ef -
fect on ex port per form ance. These in ves ti ga tions show that there is a sig nifi cant re -
la tion ship be tween ex port per form ance and ex port mar ket ing strat egy, which, in
turn, is de ter mined by some in ter nal fac tors. Ca vus gil and Zou’s (1994) in ves ti ga -
tion re veals that there is a di rect re la tion ship be tween com mit ment to a ven ture and
ex port per form ance, as well as an in di rect re la tion ship. On the other hand, while
there is a di rect re la tion ship be tween in ter na tional com pe tence and ex port per -
form ance, there is no in di rect re la tion ship. Ho ang’s (1998) in ves ti ga tion also points
out that, de pend ing on the na ture of the fac tors, ex port per form ance may be af -
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fected di rectly and/or in di rectly. Ho ang’s (1998) find ings re vealed that ex port per -
form ance is in flu enced in di rectly, rather than di rectly, by some in ter nal fac tors (i.e.,
size, level of busi ness ex pe ri ence, mar ket ing re search and plan ning). How ever,
with re gard to a spe cific fac tor (i.e., the in ten sity of in ter na tional in volve ment) a di -
rect re la tion ship can be es tab lished. Ca vus gil and Zou’s (1994) work also points
out that ex port per form ance is af fected in di rectly by ex ter nal fac tors. In deed, the ex -
ter nal fac tors have solely an in di rect ef fect on ex port per form ance through their im -
pact on ex port mar ket ing strat egy. 

Hence, while build ing on these find ings, Lages (2000) calls at ten tion to the
fact that re search should bet ter ex plore the in di rect re la tion ship in ad di tion to the
analy sis of pos si ble di rect re la tion ships. To do so, it is pro posed a con cep tual
model that in volves the analy sis of the in di rect im pact of both in ter nal and ex ter nal
fac tors on ex port per form ance, while con sid er ing the me di at ing ef fects of mar ket -
ing strat egy. 

The ef fects of prior ex port per form ance 

As pre vi ously dis cussed, quite a number of em piri cal stud ies have al ready been de -
vel oped con cern ing the de ter mi nants of ex port per form ance (see: Leo ni dou, Kat -
sikeas and Samiee, 2002; Zou and Stan, 1998). Sur pris ingly, and de spite the
ex ten sive re search on this topic, only a few stud ies in the mar ket ing field have ana -
lyzed the re verse re la tion ship, i.e. the con se quences of past ex port per form ance re -
sults.

While build ing on the per cep tions of Euro pean ex port man ag ers, a re cent
quali ta tive study (Lages, Lages and Lages, 2003) in di cates that the main con se -
quences of pre vi ous per form ance re sults are: a) need to seek per form ance im -
prove ment as a re sult of bad per form ance, b) main tain strat egy as a re sult of good
per form ance, c) mar ket di ver si fi ca tion, d) fo cus on com pe ti tion, e) prod uct di ver si fi -
ca tion, f) qual ity, and more at ten tion to g) macro and h) mi cro fac tors. 

An other em piri cal study (Lages and Mont gom ery, 2004) on small and
medium- sized ex port ers re veals that past per form ance is also very likely to shape
the de gree of com mit ment to ex port ing. This might oc cur be cause ex port com mit -
ment is a func tion of re source avail abil ity (Ca vus gil and Ne vin, 1981). When firms’
com mit ment to the ex port ing ven ture in creases, more re sources are al lo cated to
the ex port ing ac tiv ity, and con se quently the firm will be able to im prove its plan ning
pro ce dures and im ple ment more adap tive strate gies. Moreo ver, when the firm per -
forms well, in ter nal pub lics (e.g. top man ag ers, em ploy ees, un ion rep re sen ta tives)
and ex ter nal pub lics (e.g. cli ents/cus tom ers, sup pli ers, in ves tors, and credit in sti tu -
tions) are more likely to re act fa vora bly (Isen and Baron, 1991) to the ex port ing ac -
tiv ity. This sug gests that as past per form ance im proves, com mit ment in creases,
which in turn has an im pact on the defi ni tion of the mar ket ing strat egy. 

Fi nally, an other re cent study (Lages and Jap, 2003) found that while per form -
ance sat is fac tion feeds per form ance im prove ment in the fol low ing year, both the
pre vi ous year’s ex port in ten sity and its ex port per form ance achieve ment pro duce a
nega tive im pact on cur rent pe riod per form ance im prove ment. Moreo ver, the level
of ex port in ten sity in the pre vi ous year fa cili tates mar ket ing strat egy ad ap ta tion in
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the short term. How ever, sat is fac tion with the pre vi ous year’s per form ance nega -
tively in flu ences the de gree of dis tri bu tion ad ap ta tion. These find ings con firm the
rele vance of prior per form ance to the cur rent defi ni tion of mar ket ing strat egy ele -
ments. Moreo ver, they show that cur rent per form ance var ies in the short term de -
pend ing on the di men sion of ex port per form ance be ing con sid ered. 

Meth od ol ogy

Al though par tially driven by the lit era ture, this re search was mainly in duc tive. This
ap proach is simi lar to that used in grounded the ory meth od ol ogy (Gla ser and
Strauss, 1967), in which, through a set of pro ce dures, it is pos si ble to de velop
‘grounded the ory’ about what is ob served in the field (Strauss and Corbin, 1990).
This is more ap pro pri ate when the in ves ti ga tor in tends to an swer “how” ques tions
(Yin, 1994), such as “how to as sess ex port per form ance?”, “how does past per -
form ance re late with cur rent strat egy and ac tions?” and “how do com pa nies
achieve ex port per form ance?”. Hence, twenty semi- structured in ter views were
con ducted with man ag ers re spon si ble for the ex port op era tions of Por tu guese ex -
port ing firms. These man ag ers were used for in duc tive re search and to fur ther in -
ves ti gate the re la tion ships in di cated by the lit era ture. This al lowed us to gather and
pres ent pre limi nary data about the ex port ing dy nam ics and pro cesses. 

There are two key rea sons sup port ing re search into the Por tu guese ex port -
ers: (1) the Por tu guese ex port ers’ growth, and (2) the grow ing im por tance of Por tu -
guese com pa nies in the in ter na tional arena. Sev eral authors have dis cussed the
ex port de vel op ment of Por tu gal dur ing the last dec ades. For ex am ple, in 1993,
Rosa calls at ten tion to the fact that the Por tu guese GDP (growth do mes tic prod uct)
had risen at an an nual av er age of 4% since 1986 - a rate that is 1.5% above the EU
av er age - as a con se quence of in vest ment and the “ex port boom”. In 1995, the Or -
gani sa tion for Eco nomic Co- operation and De vel op ment com mented (1995:99):
“Driven both by ex ports and by a re bound in do mes tic de mand, real GDP growth
should reach around 2.5 per cent in 1995”. At the end of dec ade, the ICEP (1999)
stated, “the ex ter nal com merce has con trib uted sig nifi cantly to the eco nomic de -
vel op ment of Por tu gal, rep re sent ing dur ing the last dec ade be tween 55%-70% of
the to tal GDP (55.2% in 1998)”. Ac cord ing to the Na tional Sta tis tics In sti tute (NSI,
1999), over a pe riod of just six years (1993 to 1998) Por tu guese ex ports in creased
60%, from US$15,930 to US$24,158 mil lion (1999). More re cently, Por tu gal has
been look ing to the ex port ac tiv ity for short- term so lu tions, such as de creas ing the
na tion’s budget defi cit within a short pe riod.1

Exploratory Find ings

Ex port per form ance meas ure ment

In ter views re vealed that the in ter viewed man ag ers are par ticu larly con cerned with
short- term ex port per form ance. When as sess ing per form ance, man ag ers place a
high em pha sis on short- term fac tors, and are par ticu larly wor ried about set ting an -
nual tar gets and as sess ing an nual ex port per form ance im prove ment. Al though
long- term ex port per form ance is cru cial, if the ex port ing ac tivi ties of the firm are un -
suc cess ful in the short term it will be ex tremely dif fi cult to fo cus on the fu ture. 
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There is also a com mon prac tice of fo cus ing on an nual per for mance re sults
be cause it is much eas ier to es tab lish and quan tify re sults an nu ally than in the long 
term. Fur ther more, man ag ers con sider short-term per for mance vi tal be cause it re -
lates to their own per sonal in ter ests. In re cent years, there has been an in creas ing
mo bil ity of man ag ers across firms, and top man ag ers spend fewer years within any 
one or ga ni za tion. More over, per for mance im prove ment at the end of the year
might have an im me di ate ef fect in terms of per sonal in come (e.g. sal ary bo nus).
This might lead them to place more im por tance on short-term per for mance (see:
Lages and Mont gom ery 2004; Lages and Jap, 2003; Lages and Lages, 2004). 

De spite this con sen sus on the im por tance of short-term ex port per for mance
as sess ment, it was not pos si ble to find agree ment across the var i ous com pa nies
(and some times within the same com pany) in terms of the vari ables used to mea -
sure ex port per for mance. This is re flected in some of the re sponses ob tained dur -
ing the in ter views: “It de pends on who you ask” (Pres i dent of com pany A), “I am not 
sure, it is an is sue that I would like to dis cuss with the other di rec tors” (ex port ing di -
rec tor of com pany G), and “The mar ket tells us which in di ca tors to use” (man ag ing
di rec tor of com pany D). The find ings also re vealed that many Por tu guese man ag -
ers were ‘un able’ to an swer spe cific ques tions about fi nan cial per for mance. Profit
and sales were the most com mon vari ables used to mea sure com pa nies’ ex port
per for mance. As stated by a mar ket ing di rec tor (com pany E), “You need to look at
the profit and sales”. Other less com mon vari ables in clude: mar ket share, turn over, 
cash re turn, sales growth, mar gins and re turn on in vest ments. With re gard to per -
for mance eval u a tion, many man ag ers use their own per cep tions of per for mance
rather than ob jec tive val ues to for mu late their de ci sions. This is con firmed, for ex -
am ple, by the state ment of the di rec tor of a small wine ex porter (com pany C): “As
we are a small com pany we can not use our mar ket share to mea sure per for mance
among the var i ous coun tries. We pre fer to use qual i ta tive mea sures such as qual ity
lev els”. Other sub jec tive eval u a tions used are cus tomer sat is fac tion, de liv ery and
cus tomer ser vice. 

Im pact of un con trol la ble fac tors on ex port mar ket ing strat egy and ex port per -
for mance

In ter nal un con trol la ble fac tors

With re gard to size, some of the smaller com pa nies ar gued that de spite their size
giv ing them some com pet i tive dis ad van tages, it also pro vides them with the pos si -
bil ity of be ing more flex i ble. As stated by the gen eral man ager of a small cloth ing
ex port ing firm (com pany S), “We have a flex i ble struc ture that can be eas ily
changed”. The lack of re sources or ex per tise in a cer tain area may also be come
de ter mi nants when de vel op ing a mar ket ing strat egy. As stated by a mar ket ing di -
rec tor in com pany E, “In the short term, the main ob jec tive for this com pany is to de -
velop the mar ket ing field. We know that it is pos si ble to do much more with the rest
of the world but we do not have enough time be cause of lack of peo ple in this area.”
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Ex ter nal un con trol la ble fac tors

As dif fer ent mar kets pres ent dif fer ent char ac ter is tics, the lack of in for ma tion on
these mar kets may bring dis ad van tages to a com pany. As stated by the ex port
man ager of a large paint firm (Com pany L), “The lit tle in for ma tion we have of the dif -
fer ent sec tors in the over seas mar kets af fects our strat egy and nega tively af fects our 
ex port per form ance”. Clear dif fer ences be tween mar kets are found when com par -
ing the ex ter nal fac tors faced by ex port ers to less de vel oped coun tries (LDCs), with 
ex port ers to de vel oped coun tries. For ex am ple, the sales man ager of com pany X,
when asked how the cur rent strat egy would af fect his com pa ny’s per form ance, an -
swered: “It de pends more on the con di tions of the mar ket (i.e., An gola) than on our
strat egy”. A simi lar opin ion is shared by the man ag ing di rec tor of a food stuffs ex -
porter (com pany H) that ex ports to the former Por tu guese Over seas Ter ri to ries in
Af rica (known as the PALOP - the Por tu guese Speak ing Af ri can Coun tries): “Our
com pany is very de pend ent on world eco nomic fac tors, such as, prob lems with
wars, credit lines pro vided to help the Less De vel oped Coun tries and sta bil ity of ex -
change rates.” An other in dus trial ex porter (Com pany N) stated: “The po liti cal in sta -
bil ity and the lack of con fi dence make it ex tremely dif fi cult to de velop stronger
re la tions with these coun tries”. Even when com par ing two de vel oped Euro pean
coun tries, key dif fer ences can be found. For ex am ple, ac cord ing to a man ag ing di -
rec tor of a wine com pany (Com pany A),  “The Brit ish mar ket may be de fined as a
qual ity and ma ture mar ket with a great deal of his tory. The French mar ket is not as
old, very large and con sumes much lower qual ity prod ucts. The points of dis tri bu -
tion, the per cep tion of the prod uct and, the con sum ers are very dif fer ent”.

The politico- legal is sues are key as pects to take into con sid era tion. As ar -
gued by the gen eral man ager of a non- metallic ex porter com pany (com pany P),
“The ex ist ing lob bies that led to the re cent leg is la tion about ami an thus, made our
com pany com pletely change our strat egy and look for al ter na tive prod ucts.” These
is sues may also vary from in dus try to in dus try and from mar ket to mar ket. A mar -
ket ing di rec tor (com pany E) said, “Por tu gal and Brit ain have been trad ing part ners
for many years, and now they both are part of the EU. There are no dif fer ences con -
cern ing the pro mo tional and prod uct leg is la tion in these coun tries. How ever, in
Amer ica, for ex am ple, it is nec es sary to ob tain le gal ap proval for any   la bel that will
be used on our prod uct”. 

The char ac ter is tics of the in dus try also play a ma jor role. As stated by a mar -
ket ing di rec tor (com pany E), “We don’t look to re turn on in vest ment be cause in the
Port wine in dus try, there are many prod ucts (e.g., a 40 Year Old Tawny) that are sold 
only af ter a few dec ades, and there fore is very dif fi cult to look to as cer tain the  re turn 
on in vest ment that was done many years ago”. The level of com pe ti tion at the in -
dus try level may be con sid ered a key is sue. As as serted by the gen eral man ager of 
com pany V, “The per form ance of our com pany is de pend ent on the com pe ti tion
feed back”. Simi larly, the level of com pe ti tion at the do mes tic level plays a ma jor
role. A man ag ing di rec tor (com pany C) claimed: “At the mo ment com pe ti tion is in -
creas ing in the do mes tic mar ket and the mar gins are de creas ing. We do not want
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this to af fect our mar gins, there fore we have been in creas ing our ex ports since
1993.”

The re la tion ship be tween con trol la ble fac tors and ex port per form ance 

Im pact of mar ket ing strat egy on ex port per form ance

The find ings re vealed that de spite the fact that the ad ap ta tion of a prod uct strat egy
re quires greater in vest ment, man ag ers are pres sured to adapt their strate gies to
achieve bet ter per form ance. The gen eral man ager of a cloth ing ex port ing firm
(com pany S) stated: “The com pe ti tion made us adapt our prod ucts in the for eign
mar ket”. In many ex port ing situa tions, the use of a stan dard ized prod uct could be a
dis as ter in terms of per form ance. As an as sis tant di rec tor (com pany I) states,
“There is a need to adapt our cork- jackets to the vari ous mar kets. For ex am ple, in
Nor way, that is our main mar ket, yel low is out of the ques tion”. An other key is sue that 
was raised and had not been iden ti fied in the lit era ture is re lated to the im por tance
of de liv ery dead lines. For ex am ple, the gen eral man ager of a medi cal ex porter
(com pany V) noted: “The de liv ery dead lines are very im por tant. The com pa nies do
not like to have stocks and they de mand to re ceive the mer chan dise on time.”

Im pact of pre ced ing ex port per form ance on the de gree of mar ket ing pro gram
ad ap ta tion and man age ment’s per cep tions

The im pact of pre ced ing per form ance on mar ket ing strat egy was raised and dis -
cussed by sev eral man ag ers at dif fer ent lev els. The gen eral man ager of a small
medi cal ex port ing firm (com pany V) stated: “It is on the ba sis of our com pa ny’s per -
form ance that we de fine our strat egy.” Simi larly, the sales ex ecu tive of a large rope-
 yarn ex port ing com pany  (com pany J) stated: “Our al lo ca tion budget is made in ac -
cor dance to the pre ced ing year’s ex port per form ance”. Other state ments sug gest
that the pre ced ing year’s per form ance af fects the cur rent year per form ance
through its in flu ence on man age ment’s per cep tions and the cur rent year’s strat egy. 
A gen eral man ager (com pany S) stated: “Last year we didn’t have a very good year.
This year we are try ing to find a way to im prove our per form ance. Re cently, we did an
analy sis of our pre vi ous year’s strat egy, in terms of dis tri bu tion, in or der to iden tify
ways in which we could im prove these re sults”.

Simi larly, the ex port ing di rec tor of a Port wine com pany (Com pany G) in di -
cated that the de gree of ad ap ta tion of some mar ket ing mix ele ments also in flu -
enced ex port per form ance. He stated: “We are aware that Port wine is a tra di tional
prod uct and it is ex tremely dan ger ous to make any modi fi ca tion for our ex port mar -
kets. How ever, last year our com pany de cided to adapt the pack ag ing for one of our
prod ucts. Af ter these modi fi ca tions our ex port sales for this prod uct in creased by
60%. This year we are think ing about chang ing the pack ag ing, as well as the la bel -
ling”. 

Im pli ca tions and Di rec tions for Fu ture Re search in the Asia Pa cific Re gion

Ex port per form ance meas ure ment

Al though some might ar gue that it is pos si ble to meas ure ex port per form ance with a 
sin gle vari able (as sug gested by the most re cent lit era ture) it is ad vis able for fu ture
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stud ies to use multi- dimensional scales that cap ture the com plex ity of ex port suc -
cess based on a set of dif fer ent vari ables (cf. Bijmolt and Zwart, 1994). My find ings
also re veal that man ag ers ap pear to be short- term ori ented when de fin ing their
strate gies and when as sess ing the per form ance of an ex port ven ture (see also:
Lages and Mont gom ery, 2001). Moreo ver, my find ings also sug gest that cur rent ex -
port strat egy is de ter mined as a func tion of past ex port per form ance and that ex port 
per form ance lev els tend to re in force one an other from one pe riod to the next. This
works in two ways. When the firm per forms well, in ter nal pub lics (e.g. em ploy ees,
un ion rep re sen ta tives) and ex ter nal pub lics (e.g. cli ents/cus tom ers, sup pli ers, in -
ves tors, and credit in sti tu tions) are more likely to re act fa vora bly to the firm, thus fa -
cili tat ing con tin ued per form ance im prove ment (Isen and Baron, 1991). On the
other hand, poor per form ance may nega tively in flu ence per form ance in the next
pe riod, as the repu ta tion of both the firm and top man age ment are harmed by poor
per form ance (Sut ton and Cal la han, 1987). The per cep tion of fail ure on the part of
the dif fer ent en ti ties in ter act ing with the com pany, en hanced by the firm’s in ter nal
in sta bil ity, may lead the or gani za tion into vi cious cy cles of “un suc cess” (Masuch,
1985). Hence, fu ture re search in the Asia Pa cific Re gion is strongly en cour aged to
fur ther ex plore this is sue be cause ex port man ag ers “truly are, and should be, con -
cerned with their firms’ past per form ance” (Lages and Jap, 2003: 98).

De ter mi nants of ex port per form ance

Both the size and re source lev els ap peared as key de ter mi nants of mar ket ing strat -
egy ad ap ta tion and ex port per form ance. My find ings also re vealed that com pa nies
are of ten pres sured to adapt their strate gies to for eign mar kets in or der to achieve
bet ter per form ance. Moreo ver, this ad ap ta tion pro cess is strongly in flu enced by do -
mes tic mar ket char ac ter is tics, an is sue typi cally ne glected in the ex port mar ket ing
lit era ture.

The most re cent lit era ture on the de ter mi nants of ex port per form ance, par -
ticu larly af ter Ca vus gil and Zou’s (1994) con tri bu tion, is based on the con tin gency
ap proach. The con tin gency per spec tive has been well ac cepted in or gan iza tional
stud ies (McKee, Vara da ra jan and Pride, 1989) and mar ket ing re search (Zeithaml,
Vara da ra jan and Zeithaml, 1988). Its de fend ers ar gue that this per spec tive pro vides 
the right way to deal with ex port per form ance de ter mi nants (see: Leo ni dou, Kat -
sikeas and Samiee, 2002; Zou and Stan, 1998). How ever, this study has found that
it is im pos si ble to un der stand cur rent ex port per form ance and suc cess ful ad ap ta -
tion with out tak ing into con sid era tion the per cep tions of man ag ers about the pre vi -
ous year’s ex port per form ance. Hence, fu ture re search in the Asia Pa cific Re gion is
strongly en cour aged to com bine these new find ings with the con tin gency ap -
proach.

The im pact of past ex port per form ance 

In or der to ad vance ex port mar ket ing the ory in the Asia Pa cific re gion, fu ture re -
search is strongly en cour aged to bet ter ex plore the ef fects of past ex port per form -
ance at dif fer ent ex port ing lev els. One pos si bil ity is to ex plore a con flict ing ra tion ale
pres ent in the strat egy and or gan iza tional be hav ior lit era ture. While this lit era ture
sug gests the ex is tence of vi cious cy cles of suc cess and un suc cess, at the same
time, it sug gests that if per form ance im proves, the op por tu ni ties to in crease per -
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form ance may be viewed as dis cre tion ary pos si bili ties. The firms may ex pe ri ence
the “fat cat syn drome” (Dut ton and Dun can, 1987, 290) which may be re garded as
the adop tion of much sim pler mar ket ing strate gies in volv ing less ef fort and con sid -
era tion of en vi ron mental and in ter nal forces. A good per form ance might pro mote
more re laxed (Cy ert and March, 1963) and ef fort less stra te gic de ci sions (Bour -
geois, 1981; March and Si mon, 1958; Litschert and Bon ham, 1978) and a de cline in
adap tive be hav ior (Greve, 1998). These man ag ers will be come nar rowly fo cused
and overly pre oc cu pied with the fac tors that have con trib uted to their firms’ good
per form ance, so that they will tend to ex ploit the ex ist ing op por tu ni ties with out pre -
vi ously search ing for in for ma tion and con duct ing an in- depth analy sis of the en vi -
ron ment (Cy ert and March, 1963). Hence, firms per form ing bet ter might lose their
abil ity to re act to the vari ous con tin gent forces (Miller, 1993). The firm may be gin to
al lo cate its re sources in a sim pler way, re flect ing a sin gu lar fo cus that does not cor -
re spond ade quately to the com plex en vi ron ment that the firm is ac tu ally fac ing. 

The or gan iza tional and strat egy lit era ture sug gests that man ag ers of firms
per form ing poorly are un der con sid er able pres sure (Fre drick son, 1985). Poor per -
form ance puts pres sure on man ag ers to take com pre hen sive, ac cu rate and dis -
crimi nat ing de ci sions (Cy ert and March, 1963). It is much more likely that these
man ag ers search widely for in for ma tion and con duct an in- depth analy sis of the
sur round ing en vi ron ments (Au dia, Locke and Smith, 2000). They are ex pected to
do a bet ter job, which natu rally en cour ages them to de velop more com pre hen sive
and ra tional stra te gic de ci sions than man ag ers with a bet ter per form ance. How -
ever, when a firm is per form ing badly, the repu ta tions of the ex port ing op era tions
and ex port man ag ers are wors ened and, con se quently, they will likely have fewer
re sources avail able. Nev er the less, one should also note some ex cep tions. For ex -
am ple, in cer tain situa tions firms might be pre pared to ac cept con sis tent losses in
or der to learn and es tab lish mar ket share, and dur ing this phase com mit ment might 
in crease. In sum, based on this ra tion ale, when re search ing ex port firms from the
Asia Pa cific Re gion one might ques tion if past per form ance will lead to vi cious cy -
cles of suc cess or, on an other hand, will lead to less so phis ti cated mar ket ing strate -
gies and con se quently to a worse per form ance.

Con clu sion

Since ex port mar ket ing is a re search topic in a very early stage, it is strongly rec om -
mended to ini tially gather ex plora tory in sights and then use them as a ba sis to sup -
port the de vel op ment of more com plex em piri cal mod els. Firms based in the Asia
Pa cific re gion might be used in or der to fur ther test some of my ex plora tory find ings
and the re la tion ships pre sented in this re search. Some pos si bili ties for fur ther ad -
vance ment of ex port mar ket ing the ory in the Asia Pa cific Re gion in clude the fu ture
analy sis of the in di rect re la tion ships among vari ables pre sented in the dif fer ent
mod els, and the analy sis of the im pact of past ex port per form ance on both ex port
mar ket ing strat egy and ex port per form ance. As the im por tance of re la tion ships in
an in ter na tional busi ness con text in creases, re search is en cour aged to study dif fer -
ent types of re la tion ships (e.g. exporter- importer, franchisor- franchisee) (see
Lages, Lages and Lages, forth com ing). Fi nally, ex port mar ket ing re search in the
Asia Pa cific Re gion is rec om mended to pay more at ten tion to the short- term ef fects
and to short- term ex port per form ance as sess ment. Some in ter est ing re search
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ques tions that may be raised for ad vanc ing ex port mar ket ing the ory in the Asia Pa -
cific Re gion are: When the ex port op era tions of Asian firms are per form ing well, are
man ag ers more likely to use sim pler or more com plex strate gies? And, when firms
per form poorly, over all, which ele ments (e.g. in terms of ex port strat egy and ac -
tions) are as so ci ated with past per form ance re sults? How im por tant is the short-
 term di men sion in the Asia Pa cific re gion when com pared to Europe and the USA? 

Hope fully, this pa per will en cour age re search ers to look at the ex port mar ket -
ing lit era ture from a dif fer ent per spec tive. My find ings re veal that the tra di tional ex -
port mar ket ing ap proach (which ig nores the ef fects of past per form ance, short- term 
per form ance, and fo cuses mostly on the di rect de ter mi nants of ex port per form -
ance) is lim ited and might be sig nifi cantly de vel oped in the com ing years.
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Foot note

1. See for ex am ple “World Re port: Por tu gal” in the Fi nan cial Times, Oct. 21,
2002:11.
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