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The worsening halance of payments problea for the U. 3, economy has
ciearly indicared thar tha Americsn comparniss =ust re—ewvaluate its porkinolia
of Imcernational businesg arrangements whieh has been, so0 far, in favor of
private forefgn investment. Export markeciog Iz In both natiemel and
corporate Incerescs. FuTthermors, 4xpart marketing has the advantages of
minfeez 4otry end exit visks, ephimizing on the evpevients curve, and per-
forslny the functico of test garkecing the product in che interpzfional
ST aNda.

While expert marketing is desirable, it will need top =anagement's
warldwide arientation and commlgmesr, insistence on stracegilc placaing snd
research, 35 well as proper axtension ve. adjustmenc of che markering mix.
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Eince the aconomic aftermsth of the 1975 oil embarga ;nd rhe conse-
quant emeTpy crisif, awxport marketing as o method of incernatiomsl busi-
ness has become significantly more c¥itiral to the T, 3. econoty Ehan
ocher tethods spch as licemaing, jeint wventeres and local production
through private foreign investment. The primary rexson for this ahifc
from loeal productica to exporting American =mede geods and aspwiser is,
of course, the worsening balance of payments problem facing the Onited
ftates 5ince 1575. Por example, the U. 5. intevqaticnal +rade sipoarienced
a 5340 billion swing from a 59 billiom surplus in 1975 to & 531 bdllion
deficdt in lﬁ??{ aod the trade deficit is likaly co increase aver che

wears far the following veasons:

l. Worldwide inflation apd the devaluarien of ene dollar etpecislly with
pespect to Qermany and Japan has reaulted Lo a far greater economic
burden propertional to the increzse fn imports, Fer ¢xample, while
the volume ¢f 211 T. 3. imporss only grew 52 percent hetwean 1970 and
1377, the valua of 3i) U. S. izports rose br 270 peycent during the

3&Me time veriqd.

£. The srice increases for izparted crude 01l have slgnificantly guc-
paced the relative prics advantages of U. §. goods and sewvices due o

devaluation and sessibiy greater produzeivicy, especfally in the two



sectors of agriceltwre and capital industrial equlpment where the I

5. has worldwide trade advantages over other countries.

J. The comparatively rapid tecovery of the U. 5. mavket from the treces—
siea following the emergy crisis has significantly increaged demsnd
for imported eenfood fomsumer goods At & time when che world demand
for 0. 5. exporcts remsing depressed due to relatively slower econ-

omic recovery of majer U. S. tradlag partners and customers. .

In fact, the percfolia of . §. internerfonal bhusiness SYEAMEEmERLS
(exporting, licenzing, joine ventures, franchised distribucion,. laeal
production, subsidiaries, erc.) hgs been tradicianally more lopsided in
faver of leng term private foreign Iinvestment wiich iz good so0 lomg as che
domestlec U, S. =mavker can remsips sels suffi:ien:? Howewey, the domestic
V. 5. market has become, in.recenc years, far more dependent on imporzed
goads. 1o that exrent, it very mech resembles other import depeandenr
nations sueh as Tnicted E{agdsm, Japem and Cermany. The resultact balacee
ol pavments proebles can be solved only by reprganizing the porcfalia of
. 5. international huginess arrangements so thac ir i: much more palanced
apd probably more heavily loaded with erpnrt-oriented intepnitiovel buai—

ness activitiaes.

Since sxpart oriegkted mirketing has been inherent la the chinking of
suceegiful Europesn and Japanege cempanies, 1e 1s possinhle for us o

lrarn some lessons from their experiences.



BELATIVE ADVANFAGES OF ENPORT MARKETING

Export warketing also provides a anmher of relative advantages for

4 vompany over other methods of internations]l butiness. Therefors, it is

uriquely suirad ag a business strategy which simulcanecusly sacisfiez bath

ndtional chjectives and corporace cbisetives,

Anyone can do it. The first and probably che biggest advantage of
eXpor: marketiag is rhar it iz wichin the =each of every company, bilg
or small. There are wirctually oo scale Factors to start experting um-

I1ike ocher methodsz of Internationzl business.

Similaxly, the finaneial apd managerial resource commitments and coo-
#equent downside risks are olaimm fo export markecing for both entry

aod exlt decisilong.,

Builds up the expariescs rurve. With additional ssles senerated by

experts, a company can build up ics experience Eur“&jtlguer mit cost
at higher velumes) advantages over comperlbion since the Same manu-
facturing facilicy is now subjested to greater wolums of produstier,
It 1a interesting to nete that the experienoce curve advancage is oot
available at all or to the same grfemt in other forms of international
business arrangements such as licemeing, joint venturas and foreigm

anbiidiaries.

In Zact, it 1% ov contencfon that the Bermag and the Japapegses Sompan-—
teg Rave signiflcantly achieved the experience curve advantags owver
the [. 3. compamies mostly becauwse they have remsined expors—oriectes
whergas the U, 3. companies have heavily Raaned in the past towapd

private foreign imvescment as a way of doflag business internatiomaily.



Iy it, wou may like ir. The third major advanigge of export markek-

ing is that it enables a company te, at {irsc, try ite marketiog
skills o0 a limited basiz and ses how the forelgn customers veacz to
ics products. Sigce deing bueiness Iacernationally iz Inherentcly

moTe complesd and risky, ewpart marketing 13 a superb early stage sStra-
tegy. If the product concest has mote miversal and woeldwids appeal,
it 1z chen possible to engage inta other mpethods of inrernarional
business gsuch as local production, foreigon subaidfary or joint ven-
tures which, by defipicison, require greacer managerial snd fimancial
commitments, Export merieting is, therefore, move 1fke cest market—

Ing.

It would appear that 1f the U, £. compamies had remaised, is the past,
Gore export orienced and lass private fereign invest=ment prleaced,
we wauld pave Fewer case nistories of intermaciapal bmsiness blimders

both in volume and walue of marketing and managerial mis:ak.es.3

It creates woyldwlde natiomel and corporare fmage. [nlike other

meeduds of incernaclional business, expovt marketing cresces a much
batter and quicker worldwide corporate image amd eventually matiomas],
imgge. Today, we Wear 20 wuch mbout the German and che Japanese CATE,
vameras snd lndugtrial preciglen lnttruments becanse aest companies
from these two eountries have recained their product and eetpatate
Ldentity throaghout the world meykees. Zventually, and through con=
sisgenc¥, the two naticas have acquired worldwide imeope of matketers

of bast quaiiiy trouble free products.

The positive corporace image developed in world markets also becomes
very useful Ia retaining ot eveating market lezdership iz the home
mavkets as experienced by U. 5. companies such as Coca-Cola. Carer-

2illay, Zoeiang and IRX.



REASQNS FOR THINKING OF EXPORT MARKETING

EBxpore marketing de age only good for the councry and good for the
individveal company, ic f2 often a necersity fopr the survivs] and snauvred
future growth of a compeany, In general, we find that oy of the follow-
fng factows are often the underlying veasens for companias to think fin-

ternatigaally in geaeral and to think expore tarketing in particunlar,

1=

« Product/market maturiry and incressad demestic competition. Oftcn a

eompany Which has been the mavrket leader in the domescie marker beging
to face increasing degtes of comperictfon as the product 1ife awvele
matures and the markets become eniarged epough Sor mANY competitara

to think gbout entering the market, It faces this competition fn the
form of market segmentation smd marlet Evagrentation sompetitive stra-
tegiea, and therefores, Ir is less ablete reralfate by productiarice
advancages. Howewver, the came tompany ¢an Fustain its growth and
profitability by going international aod thinking of the world as ies
matkat, Thus, ewen chough it ey Ivss the damestic marker bactle,

i #ins the world marke:s war. This has bean clear]ly cthe success sror-
ies of Coca-Cola, Marlboro cigaretces, and more recently, for TBM and

Boeldng.

2. SEall domesiic marke:. A ascond reasom fap wompanies to think of

eXPOTt marketing iz the small size of the domestic matket, partizwlar—
1y ir highly specialized producc/market combigations. While this
factor haz always hasn a major raasch for most Ewvopeéan countyles
which ire small aad for mwost developing nacfons whieh have no local
markets, ir 1z inereesingly recognized as equally imporcant facror for

J.8. companies. The pricary reases fe the face that mose praducts
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rend to have 3 high degres af skewsd confumption which Leads to the
porular market hewristic of 20/80 ratio: ftweaty percent of fustomers
geneérate elghcy percent of fatal business revemus for a Froduct cake-—

g0ry. This rario 13 invaTiably worse for o brand naoe.

Selective Fositioning by Small Suppliers. If & comeany i= pot markst

lesder, it ofcen coexists with markar lpaders by finding a small

niche in the market place whish the leaders either have ao inrerest

ar thely financial veturn it not attractive from chac specific niche,
Ia ¢ther words, szall suppliers coexist profitably with bilg companias
by selgctively positiening themselves toward a small segment of che
matket. The future growth for thess =mall gsuppliers iz depeéndent upan
idencification of mare of the same niche customers living outside che

domastic marke:.

World seeks put the company, In many cases, the reason for golag in=-

ternativial and for export matketisg is that che tompany has in fes
poggassion soue wnigque techaology/merketing combination fm which che
world markecs are keenly interasted, Ia the decades of fortiea apd
the fifties, ehis was & majovr factor for che internaciopalfzation of
American industTies especially in che basic induscrlal merkets such
43 steel, chemlcgis and pharmaceaticals. $igilarly, the unique tech-
noiogy/marketing coebinations relaced ta procezsing industries lad ro
tie world seeking out the amarican techaalogical know-howr, While chis
faccoy has declined significanmcly in the decade of the seventies, the
V.3, 58211 has unigue cechngleogy fmarketing cozhinarians so Szr as the
electranlcs technalagy is concermed, and carcieutarly == 1t relaces to

"@ffSce of the fuyture" and "home of che future” markers.
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Accidentsl axposures to watld markera. Surpriéingly, chere are num-

ergus case hizcories which depiot the story of an American Sompany
getting {nvolved in eXport warketing due to chanes events and acci-
derral sxpogurea. 4¢ businessmen travel move and more and the world
becemes smaller and smafler due to leng baul trenepoveacfon and com—
mmicacion faeilities such as wide bodied jmmbos and satellfte commuei-
cagion aystems, it is inceeasiaogly likely that thisz faeter will grow
in importance in promoting export wmarketing actiwities. This seems to
be particularly trus for export marketing from the developing natians

in recent years.

Prevalence ¢of accidental exposures to world markets once again paints
to the fact that {operfsct competitisn snd marker behavior do pot only
#tlst but seex to be Increasing as the world markers make transitioms

from ggrarian co indugtrial markecs,

Governméemi: incencives. The last, bue b¥ ng means the lessr, reakon

for compaates to rhink of engaging in export marketing is the econo-
wic ingeatives oifered by the government. In addicfen to tar credics
and rebates, =any governments also offer ildcentives in ternms of import
licanses, espectally in developing esumtrise. The margims on imperzed
predusts ténd to be staggerimgly bhigh due to limfted supply created

by the governmenc restrictione, Thit often leads tao companies z&1-
ling thely export items at prices which are at or below cost, Teaults
ing 13 cross oubaidies betwesn ieparts and expart?. In meny inscances,
there is no domestic merket for exporred items and, therafore, the
quaations of dumping ecften do wot arise. Worse ¥eét, the economic in=-
Leniives eve often ctrong epough to encoyrage compamfes fo zell the
exported ltems at ov below cosc In the domestic markets ot to set up

double aceounting zrosedures.
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The degrec tor which dmports cross gubgidize expares, of cowvze,

depends on the amount of export incentives and che inelasticity of

demand for impaorted Ltems.

HOW TQ SUCCEED I EAFORT MARKETIHG

It is one thing for a company to seek expert machketing asd ancther
ching for it ce succeed. Unfortumarely, glven tha caxplexity snd caleural
diffevatces, axpore marketing iz more difficulr than domestic carketing.
There are wo zets of crireria which a tdmpany must cemsider carefylly in

ovder to ensure Success in export marketing,

A. Ceneral curporate criteria. These are criterfa related ra madAgerEnL

philosaphy, planning amd practices. They require the COP managemenk

and general management to follow 4 tet of rules,

l. Cromoirment g world marketg., The first apd yossibly the 208t sig=

nificant corporate srirterisn I shat the cOmpAny must possogE
world oayket perspective for its products and tecknolagy rather
than creat the foternational boaimess as an appendage to its domg—
estic aetivitles. If the company si=ply Lhinks of exporr marker—
ing as 4 safety valve to let go excess produetion capacier, it 1z

et likely co succeed on a oonsiausus hagis.

The woeld markef perspéctive may wery well change the company's
focus, corporate wiesion and strategic plaoning becguse the size
eed nature of non-U.5. markets may very well rhrust the cotpany im
e direction of decoming a trensnatlens? corpovacion. Thi=z has

2lveady happened to pany rovtuse 500 companies in che last twe ta
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chree deeades. Thiz shift from a nationel ea 2 tranenational
COMDARY can cely arise 1f the top managemenc is Willing ea break

the umbilical cord attached to the demestic merket,

Planping i3 assentixzl. 4 sacond general corporate critericn for

Success in export marketing is planning of resource mandgemant.

It is relatively easy for & company to spread itself woo thim 1a
too many coun(ries at the same time, and congequently encoumtering
wanagerisl and fingncial difficulties. The expart-oriented com—
pany must force 1tself to develop a priority list and & logg term

plan with which to eater foreipn markets.

Although the phrase strategic plannlng often conjures up a de-
tailed careful acudy of what business a esmpany is and where it
ought o be dn che lang rum. it is oftes poasible to ram: apder
individuzl foreign merkets on a single demagraphic, econcmic or
technological rontinuum appropriate for ites businecs. Far example,
a company engaged in marketing plastic plpes for running watsr

and waste disposal in hemes and offices ran e2az1ly rank order coun=
trise in tarms of £he progression from buckets to arasl plpes ta
COpper popes Lo plastics plpes as wavs of satisfying water needs,
Similarly, companies selling Jocomorive ongines cen rank arder
cowmbries with pespect be 203l vs. diesel vs. electric BT RY

imbedded in locomotives,

darket and coopetitive pegearch is necessary, [+ is cpucfal to

undertake market and campecitive reseatch in sach foraign marhet.
Without such research, it iz ofren too edsy¥ to fall prev to che

2g2 old stereorypes about market and competiklwe bshaviop. TFor
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example, it is very wyopic to assume thac the lacger the Eatal
popularion of a country, the bigger the market For products and
services. Tofortwmately, to many large counkyiss such as Indis
and China, cha buying papulation is at hest a very small frackien
of the total popularion, ¢ften net were them five to teq peTCent.
Similawly, it i= Very myopic to believe that competition 13 pon-
exlszent on of poor gqualiry in many developlng countries hecavss
of shoTtages and sellers eccnomy. In vealicy, comperition tends

ta be far more fntemse and cut th¥eat in most consumer gorods mar=

keats.

Avpld the self-reference oriterion. A& oumber of iotarnacional

busingss blunders are directly attributed to the zelf referance
crieerion. It refers t4 looking ac foreign markets and negotia=
ting internacional tuginess evrangemencs fyom one's own Perapec—
tive. Ho wmatger how asmccessful a cowpany iz g its domeacie
market, It is likely to meke racticsl mistzkes if it does noc
recognize ¢ultural differences in che way people do busfwess in
ather countries. Ealli has brilliaazly sommgrized Sive gs-—
pectd oo which rulrures differ sigmificantly. He calis them as
the silent langusges of tice, spaca, friendship, agresments amd

MOCER,

For example, peaple living in warmer climates tend to ke less rime
end space congclous than people living in colder climatss. In
many tradirional gociaties, friendship fs far more imporcant than
Beney. Simllarly, busipess agveements sre signifi=d by a nhand-
shake rather chan a legal document, fiven this crelraral diver-

sley and prevalent silent lenguages, it i essentdal that the
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manzgement De sensitive to them and acquire 2 move tolerank ap—

titude gnd give respect to different ways each celcuve behaves in

che market place.ﬁ

Matketing specific sriteria. Ia addition co the zeneral EOCDOrate

criceria, there are a number of mavketing specific criterla which

tust be met to succeed in export marketing.

Segment the mapker. It iz virrually iopossible o0 be everything

to everybody in incetnational business. A CompaRy mUSt Sepment
che world markets for its products and posicion itself for a giveno
sagment. Without this focus apd selectivicy, It is vewy Likeir
that rthe product will Floueizh in one gacket and fatl in amoiher

T
markee.

Excengion ws. adjustment of markering mix, The next Step i3 to

carafuliy ewuuine whether duy elements of marketing mix {product,
price, promotion and distributioa) sheuld be adjusted from =erket
9 markat or whether the Cotal markering #ix can e extended, at

lesat 8t a strategic lewval, acrass all markects.

In che follewing table, two marker conditions are identified as
relevant for the extenslion vs. adfusement decizian. They ara
mariet needa/wanCs and merkek constraints. The latter refers to
ey, tioe, climate, legal and secial comstraines {oposed on ghe
satigfaction of ageds/wants. Ia many ways, Chese two market con-
ditions ave che classical gtonomie deferminants aof demand, namely

willidgmess and 2bility to pay Eor products snd servicas.
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If both =srket needs and marke:t constraints are found co be same
4cY0ss markets, I {8 possible to sucaessfully ewtend che total
marketing mix througnout the world. Bokh Ceca—Cole and HMaplbers
cigarettes believe this to be che market Teality so Far as cheir
producce are concerned. Mogt industrial eaw materials alsc cend

to follow this pattecn.

If the market needs are the same but market constraints arve dif—
{erent, ir will %e oecessary 1o make adjustmenes with ragard to
tie produst including =ize, desien, variety and packaging ag well
a% with respecy te their priziag variatioms. Exampies include
3uch tactical changes as woltage of applisoces, weatharproof pack-
aglng, and reeipe alteracions for gasoline end deterpents toe suit
different climare and water conditions, Matre strategic changes
velate to size, speed and partabilicy of appliances sad other

capital geads.

Oy the other hand, if marker constraintzs are rhe same but market
negds/wants sre diffezent, it will be necessary e adjust promo-
ticn 2nd diztzibutien elements of merkeciog mix. For example, =

bicyele is 4 cosmmiting tranepore in =any ofher countries, But it
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13 an object of summer Spott in the U.S. Li, therefors, neads to
be placed inm the sporiing goods section of & department ctorve in
the U.5. and promoted 2a a fun axevrseine ebject. Similarly, the
fame product such ag Mercedes Benz may be positioned as 4 commer-
cial taxl in Ewrppe but as g luzury car in the U.5. Berh DT OEN—
clon and dlstribution aspects will oeed to be significantiy changed
in rchis case. Finally, & consumable product such as Perrier
natural water may be positioned ag a status item in one COUALTY

and a3 a substitate for other beverages In anathep SUmEETY .

Finafly, all the elements of marketing mix need to be adjusted if
both che marikec needs/wants and merket constraints are diffarant

among different foredgn markets,

Belative ganking of carketring miv elements. IF there i any law

of marketing which works in both domestic and internacional mar-
kets 2= well as in both comsumer goods and industrial nepke2eing
aregsg, it has tu do with the relative {mpartance of each slement

of markeciag mix.

The first and faremost is predust itaelf, Unlass the praduct has
a strapg relative advantage with respect to eicher cost or hepe—
fit vver compecicfon, it iz mor likely o succeed as well espec=

ially 1f the company is oot the industry pioneer and amarket leadar.

[f tha produss affered iz the same betwesn two or more competitors,
thenr next impor:ant &lement is the distributlon, service and de-
livery poimts. & company with a mech bercer diatelbution aYsLem
will always have greaker fales wolune and market share. It is

in chis regard that Coca=Cala has an axtremely pocd advaneage

over ather U.2. beverayes such as Pepsi ar Seven=Up in those mar-



kers whare both are svailable. Sfwilarly, Eoelng seems to hawe

advancage over Alrbus in thig regzrd.

Uice preduct and disceibution are esqualized amonE epmpetitors,
then the next fmportant eleément of marketing mix is promocion
includiag adveriiging, peroanal telling, trade exhihitions, =ales
promotions and other similar activiries. Ofeen, a company is
tempted to spend considarable amount of momey in premetion wlthous
ensuring that produece and distribution are at least compgrable if

not fupericr ta competitian,

CONtrary to the comwmen peliaf, fprice s the last slement in mar=
kering mix &0 be copcermed with. If a company d0ed not possess
relaeive adventages with respest to product, distribotien and pro-—
fetion, it 13 likelw co end up competing on price. At that stage,
ofter che compeny with experience curve advantage tends to win tha
price war slnee it has significantly lower unir manufacturing
cgats. Price compecizion and the consequent oligopolistis ar
mongpoiistis sfructure i3 medt prevaleat In undifferentizted nro—
ducts ar when the dndusiTy has sM4ifted Sram a prooTietary co a

COMmediEy market situaciom.

Frice i importaot but 1t I3 oniy coadltionally fmportant elsmenc
of marketing mix im which produce, disETibutics azd promoelon are
the priar conditions. Once a2gain, many expoTters fram thizd warld
countries have made che mistake of affering fafericr products

with imadequate discributlen or servite at considerably cheaper
prices and have E2iled in their ¢fforts. The success of Japanesse
Pteducts In the world coday compared o the image &f chean imi-
tation prior to World War Il iz anocher dramazic example of how

priee is sgoemdary to product qualicy and discrdbetion.
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SUMHARY AND CONCLOSTONS

Export markecing can simyjtaneously achiswe both nationsl and eor-
PoraLe objectives 2s a method of deing business intemationally. Further=
more, export marketing hes been relegated im impottance to private foredim
Lnvestment by the T,$. componies wnlike thely Europest 4od Asian cenmter=
paTts, @0d particularly Japaness snd Gepman companf2s. This iz surpris-
lag Io dew of thE-Excc that there¢ are a oumber of relative advantages
associsced with ewport marketiny as compared to ather methods of larer=
mational huginess. These incliude wlnieum enkty and exit plszks, achiewve—
ment ¢f the experience curve advantage and the inicfal stage af entering

Eovefpn markars.

khile export marketimg #a¥ be desipable, it iz ner likelv o he suce
cessful wnless a company has worldwide oriencation taward Los business,
insists vn strategic planning and resesvch and lesvns the silent languages
vf dofng business in foreisn eouneries. In addition, the ¢ompany muat
LrY to fegmenc @ad positiss dtself Tather than trv to Se evervthiazg o
everybody. In addirion, it =ust also fdentify mathet chgracteristics such
45 market peeds and market resource constraiets sssaciated with 1ts busi-
peas and decide what to extend and what to adjust in terms of che market-
izg mix eleteais. Finallwy, the company must Tealize that there ave ue
tradg—offs among the mazketing wlx elements, Reiacive sdvantage over
competition in its prodwess fs still che most icpagfant consideratiom,
followed by superior distribucioqn, service and delivery ayseeos. Keithep
romotion including advertising or peracnal selling wor any price cuts will
be sufficlent ta overcooe product and distriburfen deficiemcies. Unfor=
cumarely, this 15 often not recogmized ner conceded by companisa and s&n—

sequently, expeérience failypes in expowe =arketing,
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