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Abstract

Just as, for an individual, the content of attitude is a pre-disposition to behavior, so too, for an
international organization, the content of conceptual mapping is a pre-disposition to organizational
and international growth. International growth of an international organization is often studied in a
manner of the degree of internationalization of an organization. The conceptual mapping process of
the top management people have a strong bearing on the organizational growth decision making. The
top management may have lofty goals. The various analyses of the organizational situation are
important, as portrayed in Figure 1 and Tables 1 and 2. Growth along the various international
dimensions is an objective of the international organization. In the process of growing important
issues, such as country conditions, competitive forces in various regions, technological challenges,
can provide a basis for the choice of international growth objectives, mission, and strategy. The paper
proposes various international growth issues by virtue of its figure and two tables for portraying the
international growth process.

Key Words: Conceptual mapping, organizational growth, top management decision making,
internationalization of organizations.

Introduction

Chief Executive Officers (CEO) often pursue the growth of their organizations as closely as possible
to their vision, mission, objectives, goals and ambitions, which they ascribe to their organizations and
to their concept of their world order and the role that they want their organizations to play in it. CEOs
view of the domestic and global industry and economy are vital in the study of the international
growth of an international organization. International organizations (called by a variety of names
depending upon their structures and propensities: domestically-oriented organization which also have
international operations, multi-domestic organizations, region-centric organizations, multinational
corporations or MNCs, transnational organizations, global organizations) grow in ways that their
leaders perceive to be as consistent as possible with their ambitions and their world views (Mehrabi
and Kolabi, 2012). Also, they have to perceive the nature of the international environment and the
processes which in their industry or industries, world-wide, are experiencing changes. The growth
opportunities and challenges are inherent for the international organization as it re-positions itself to

its international task environments.
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Studies by Adomako, Narteh, Danquah and Analoui (2016), Prahalad and Doz (1987) and Caudron
(1995) point to the growing need for developing a strategic global vision, mission strategy for growth
in ways that would suit the international organization. These studies have explained that newer
approaches are needed in organizational environmental analysis on world-wide scale. Venkatraman,
Huettel (2012) and El-Namki (1992) similarly provide a conceptual basis for international growth and
for a systematic method for developing and using the corporate vision for a sustained international
growth in an environment of uncertainty. This view may be held to be true even though a body of
knowledge exists signifying the erratic and unsystematic nature of strategic management process
(Mitchell, Shepherd, and Sharfman, M. 2011). Growth usually pursues an approach which intuitively
reflects the country-specific conditions as the international organization develops a path to
international growth; that is to ask: which countries it would expand into first and which others, later?
Growth then takes an externally induced method.

FIGURE 1: Conceptual Mapping for Organizational Growth

The growth of an MNC is predicated upon its predisposition to growth. Its focus on the stakeholders’
aspirations and concerns is important. The resultant pressures and directional preferences of the
stakeholder dynamics have a relevant bearing upon the management growth decision making.
Historical organizational performance (or its track record) is relevant in this context inasmuch as it
can determine the relative power of the top management as a group among the stakeholders of an
organization, causing it to have power equality or power inequality among the stakeholders. For
example, good performance of an organization often leads to the dominant position of the top
management group among the stakeholders of the organization. Within the top management group,
there are the internal dynamics that have a focus on their own self-interest issues, such as their own
survival and prosperity. If they, as a group, perceive their relative dominance in the constellation of
organizational stakeholders, then their pre-eminence to growth directional choices would emerge. Top
management prerogative for strategic and growth decision making is stronger when it has
demonstrated a strong performance track record on vital organizational performance criteria, such as
profit growth in profitability, market share, earnings per share, salary increase, dividend pay-out,
financial stability. Top management performance is a pre-requisite to growth decision making.

Risk taking propensity and the supporting risk-taking resources become strong factors in making
growth related decisions. If an organization is unable to support a risky growth decision, it would
prove to be unwise for an organization to pursue the growth direction. Organizational growth
directional choices are vital decision-making process. They can alter the destiny of an organization.
They can enact newer environments (market segments, regional territories in different countries,
technologies and business sectors). Thus, top management capability and decision-making structure
play significant roles in growth choices.

Strong desires to go more and more international among the top management members have greater
likelihood for a more rapid international growth. For example, if a key member of the top
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management team is strongly inclined to pursue growth through international expansion, then a more
rapid international growth is inevitable.

The world view of the top management is relevant in the choices that make on choice issues such as
the ethnicity and regions of the world for embarking on growth activities. This issue of world view is
an essential concept because it relates the leadership to view the direct and indirect task environments
in ways that would influence the growth process of their international organization.

The support of the internal segments of the organization becomes critical to the carrying out of the
international growth plans. Without adequate internal support (of middle and lower managements) the
best laid international growth plans would fall under. The achievement would fall short of the
objectives of international growth. Good, sustained internal commitment and support is the key to
execution.

The current knowledge base of international markets and operating conditions of specific countries
has a strong bearing of the rate of international growth. The better the knowledge base is the more
fluent and effective would be the international growth because the strategies and detailed plans would
be effective. The knowledge base is continually evolving and growing. The organizational learning
and organizational development processes are explicitly and tacitly pursued. Organizational history
and practices of problem solving and the gathering, and the disseminating and collating of information
are parts of the institutional learning process.

The organization’s scope of the international strategic factors helps to make the growth decisions.
Please see the center box in Figure 1. These factors include, organizational culture, technology,
organizational structure, business sectors, product groups and product-market scope, and international
regions as the basis of international choice. These factors usually refine the growth choices and
decisions. More often, they provide the realism because they reflect the resource limitations. They
reflect what the organization can and cannot do. So much so, that if a top management is over
ambitious in the extent and scope of its growth goals and targets, an audit of its resource capabilities
would have a sobering effect upon it, for, it would have to temper and tone down its growth goals.
The internal components have a strong limiting effect of the future growth rate.

In essence, the conceptual mapping process that is pursued by the key people of the top management
has an important influence on the nature and directions of the growth decision making. These are also
subject to the other considerations, such as internal and external resources, other external factors
which may include risks, threats, opportunities, competition, governmental policies and regulations,
industry trends, technologies in the same and other industries. For example, the top management may
have lofty goals. However, the resource constraints may reduce them to the level of viability and
achievement capability. Given the resources, what is viable is the question.

TABLE 1: Dominant Logic, Scope and Focus of Organizational Growth Strategies

Organizations seek international expansion in consistent approaches within a shorter period; while in
the longer period, they may vary the expansion approaches. The important issues which have an
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impact are: (a) the nature of its geographical differentiation by country and regions and (b) its
differentiation by scope of business-mix, product mix, technology and organizational culture.

The international expansion may proceed along systematic or erratic lines. They usually, however,
follow along the development of its: (a) technological, R & D evolution, (b) its business development,
(c) its product mix reorganization and (d) its global geographical areas re-organization for making
growth choices for similar country clusters, and for each specific country. Such growth choices are
important because its focused approach has pre-emptive effects upon its future growth activities and
growth plans. Systematic strategic planning would facilitate such growth and expansion process
because analytical reviews bring about proper preparation and reviews.

The table provides the nature and content of various international growth and expansion strategies.
When the organization pressures a further differentiation approach for its businesses, product lines,
technologies, and organizational culture, then its international growth is marked by more varied and
diverse growth strategies and activities. This viewpoint is because its diverse organizational
dimensions require more variety and more customized approaches.

To focus upon local customization, an organization has to tailor specific strategies and tactics to
appeal to the local operating conditions and markets. The growth efforts have to be tampered with
differentiated activities for effectiveness. The rate of international expansion is slowed down as the
organization modulates its pace of growth on the one hand and its need to modify or customize on the
other hand.

However, if the organization clusters countries based on similarities (of cultures, markets, operations
conditions, economies, etc.), then for each cluster of countries, it can pursue a closely allied set of
strategies and activities. Thus, if a region of the world has closely allied characteristics among its
countries, then the organization may pursue less differentiated set of activities regarding product-
market strategies, product and process designs, internal operating and people related approaches.
Growth then becomes more fluently or smoothly managed. There is more clarity among the people
implementing international growth plans.

It may be worthwhile for a particular organization to first determine which is critical or difficult to
manage among its: technologies and operating systems, market cultures, product designs and
innovation, supply chain management and organizational cultures of its subsidiaries. Then it may first
focus on the more critical or the more difficult and it may then focus on the other dimensions later.
TABLE 2: Global Organizational Growth Strategies Using the Dominant Growth Logic

The organizational archetype of the international organization, as indicated in Table 2, is an important
consideration for choosing the type of strategies that would be suitable to the effective performance of
the international organization. In specific terms, it is contingent upon the stage of internationalization
of the international organization. These stages are critical inasmuch as they have an “a-priori” effect

upon the choice of the effective strategies (Vermeulen, 2006).
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Table 2: Archetypes of Organizational Leadership Strategies for MNCs and these are explained here.
In essence, the process of international growth for MNCs usually follows the following steps:

(a) Domestic Focus:_The organization pursues international activities to primarily utilize its
excess production because the domestic market is getting saturated and the marginal
marketing costs are too high. It seeks international markets which would accept its excess
production with the same product design.

(b) Multi-domestic Focus: Some organizations rather more fully customize their product and
process designs to each country of engagement. Such excessive customization, while
good for the host country market, is not very economically helpful to the organization.
The unit costs would be higher because the volume of manufacturer is smaller.

(c) Multinational approach is more rapid expansion using modified approaches of the multi-
domestic focus. It implies many countries of enactment and more widespread expansion
into many regions of the world. There is no excessive preference of either an
economically stringent approach of single product and process design with an eye on
economies of scale, on the one hand; nor is there a heavy handed customization approach
to satisfy each host country market. The emphasis is to expand and grow to as many
country markets as fast as possible.

(d) Global approach is to strongly emphasize a monolith focus: essentially one product
design, one process design, one marketing plan and one template of organizational
structure for all its foreign units. This approach emphasizes growth and expansion with
focus on a central headquarters driven strategic and operations management. The
economies of scale consideration override the individual country’s customization needs.

(e) Transnational approach is a desirable compromise between the two extremes of multi-
domestic and global approaches. It seeks to focus on economies of scale wherever it can
simultaneously satisfy local economy market needs. Such a hybrid method is organized
on the basics of centralized strategic management and coordination from the headquarters
and operational decentralization for the foreign subsidiaries. There is a stronger emphasis
on overall coordination and communication led by the headquarters, with intense
participation from the foreign subsidiaries in the strategic and operations management
process. In this way, both dimensions are accommodated: overall global efficiencies of
the MNC organization and the host country customization reselling in greater foreign

subsidiary effectiveness.

While there is no one best structure and approach, each international organization must choose its
preferred approach, consistent with its needs and contingent upon the needs of the stage it is in. The
internationalization process of an organization follows its patterns along the lines of its need for

growth and its desire for internationalization. Strong willed top management team which is bent to
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rapid internationalization will grow internationally faster than that of uninterested top management
teams which are domestically oriented.

Conclusion

International growth is an important topic for international organizations that view a systematic
growth process is subject to not only the leadership propensities but also to the international
environments. The figure and tables portray a view that growth can be contingent upon the particular
organizational situation. This issue may be a constraining factor in international growth of an
international organization. Its own resource constraints (strengths-weaknesses profile) may yet
indicate the pace and nature of international growth of a particular international organization in
addition to the perceived external opportunities and challenges (Stalk, Evans and Shulman, 1992). Its
world view and its strategy paths are reflections of its assumptions and inclinations.

Figure 1

CONCEPTUAL MAPPING FOR ORGANIZATIONAL GROWTH
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Table 1
DOMINANT LOGIC, SCOPE AND FOCUS OF GLOBAL ORGANIZATIONAL GROWTH
STRATEGIES
THE STRATEGIC TAXONOMIES FOR GLOBAL ORGANIZATIONAL
DIMENSIONS GROWTH, ALONG DIMENSIONS OF:
OF DOMINANT Technology, Business, Product groups, Geographical regions (i.e., global
LOGIC, SCOPE regions, countries)
AND FOCUS
FOR
ORGANIZATIO
NAL GROWTH
AND
EXPANSION
STRATEGIES
R&D Business- Product- Geographical re-organization
evolution mix re- | mix re- | for growth:
for growth | organizatio | organizatio | Similar countries Each
and n for | n for | country
expansion | growth growth
Multi- . Similar similar similar quite different | quite different
Domestic: : medium- medium- different different
a. du 1t.e different different
International || Similar
regions
b. Country
Multinational:
a. Business-mixes Similar Similar new, | new, related | medium very similar
b. Product lines new, related new, | new similar medium
c. Technology related unrelated new, similar quite similarity
organizational new, medium unrelated similar quite similar
culture related very | diverse mildly medium mildly diverse
diverse diverse diverse
professiona
lism
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Global:
a. Business-mixes new, new, related | new, related | same same
b. Product lines related new, related | new, related | same new
c. Technology new, new, related | new, related | new new
L related new, new, new new
d. Organizational | oy unrelated unrelated
culture related
new,
unrelated
Table 2
GLOBAL ORGANIZATIONAL GROWTH STRATEGIES USING THE DOMINANT GLOBAL
GROWTH LOGIC
Dominan Strateg | Product Essential | Countr | Organizatio | Marketi | Function
t Global ic Focus Strategic | y nal ng Mix | al
Gro.wth Focus Rational | Expansi | Leadership, Manage
Logic: e on Structure ment,
Focus Organiza
tional
Mgmt.
Focus
Domestic | Ethnoc Domestic | Domestic Exporl Centralized | Same as | Mfg.,
focus entric; standardizati | productio optim| self-centered | domestic | Mktg.
OO0 domq on n dome at HQ market | Converge
o optimi growth mfg nt
HQ organizati
——|— onal focus
(OIN0)
o
(guitar)
Multi- Polyce Country | Foreign Seek Discontinuou | Customi Mktg,
domestic | ntric; customizatio | markets’ more S, ze for Mfg
HQ subsidi | n, greater orientatio | profitabl | delegation to | each Divergent
—T1— | ary market n with e highly country
—T1—T1 | level culture newer countrie | autonomous | markets
autono | focus, lesser | directions | s with units and
|—| | | | my and | product for specific custome
O 00 optimiz | standardizati | growth needs, r
(OO ation on and specific segment
(pumpkin optimization product/ s
patch) service
expectat
ions
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Geograp | Regio- | Regional Regional | Seek Greater Customi | Mktg,
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