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Abstract 
The purpose of this thesis is to find out why Scandinavian fashion e-tailers 

internationalize and by doing that, explore earlier internationalization research 

applicability to this industry. Qualitative interviews have been held with three members 

of the top management team for three Scandinavian fashion e-tailers. Established 

research in internationalization studies have been discussed within the thesis along with 

the empirical findings for forces driving internationalization in this industry. Findings 

suggest that fashion e-tailers are driven by international expansion, as it is an easy and 

fast solution for firm growth. The presence in developed fashion and e-commerce 

markets allows the e-tailer to reach more potential customers to set a base for growth 

opportunities not applicable only in the home market/s.  

Furthermore, early expansion to other countries are driven by physical and cultural 

country distance and later on by market potential and markets with a proven record in 

the business of fashion. A fashion e-tailers business network facilitates international 

expansion but do not have influence of the actual country selection process as is found 

in other industries. 

Keywords: International expansion, market development, born globals, economies of 

scale, first mover advantages, product life cycle, network theory, Uppsala model 
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1. Introduction 
Traditional retailing is “the final activities and steps needed to place merchandise made 

elsewhere into the hands of the consumer or to provide services to the consumer” 

(Lusch, Dunne, & Carver, 2011). E-tailing can be defined as “a company that has 

opened a storefront on the net” (Fiore, 2001). E-tailing has grown to be a vital part of 

the world economy. If internet and technology would suddenly be removed from the 

earth, the effect on the advanced economies would be huge (Dholakia, Fritz, Dholakia, 

& Mundorf, 2002).  

Internationalization of internet firms is accelerating but Luo, Zhao and Du (2005) found 

that e-tailers do not in all cases follow the same paths as traditional companies in terms 

of selecting country where to internationalize to. According to Kim (2003, s. 23) “the 

applicability of internationalization theory to electronic commerce remains unexplored” 

and is an interesting issue, due to the fact of high propensity to internationalize within 

the industry. Kotha et al. (2001) early on suggested a need for developing and testing 

existing theories of internationalization in the internet sector. More recent literature also 

suggests a trial of existing internationalization theories in industries characterized with 

rapid international growth (Kuivalainen, Saarenketo, & Puumalainen, 2012). In recent 

years the growth of e-tailers in Scandinavia has been accelerating and particularly the 

fashion industry is a section within the e-commerce industry characterized by high level 

of growth in terms of international activity (Nielsén & Sternö, 2014). This thesis will 

explore traditional ideas and frameworks applicability regarding international expansion 

through market development to see if they are valid when e-tailers in the Scandinavian 

fashion industry internationalize.  

 1.1 Background of e-tailing growth 
E-tailing has become a major force in retailing (Lusch et al., 2011) and has entered a 

new phase and is continuing to grow (HUI Research, 2014). The expectation of the 

growth in global revenue created through e-commerce is expected to be 20 % for the 

year of 2014 (eMarketer Inc., 2014) and studies show that there are numerous reasons to 

believe that e-tailing increase social welfare through its economical importance (Bakos, 

2001). 
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Giant globally active e-tailers such as Amazon with country specific web sites in 13 

countries (Amazon.com Inc, 2014) had a market cap of almost 183 billion USD on 

January 17th 2014 (Bloomberg, 2014). The German fashion e-tailer Zalando went in to 

the Swedish market in 2012 and are now backed with major investments from 

successful traditional fashion retailers like the Bestseller Group and investment giants 

Swedish Kinnevik, who owns 37 % of Zalando (Mentor Communications AB, 2013). 

They have per definition, expanded quickly to eleven countries, through market 

development. The Scandinavian fashion e-tailer Stylepit launched their Swedish site in 

Q2 2013 and at the end of Q1 2014 they had country specific web shops in 19 countries. 

Their Danish parental company, Smartguy Group A/S had a market cap of around 472 

million Danish crowns at the end of Q1 2014 (Bloomberg L.P., 2014). 

As the growing importance of e-tailing in the world economy and the fact that market 

development through international expansion exists within the biggest fashion e-tailers 

in the industry, it is important to highlight that an abroad expansion from an e-tailer’s 

point of view does not typically face the same challenges as for traditional ‘physical’ 

retailing (Dholakia et al., 2002). 

 1.2 Problem discussion 
Dholakia et al. (2002) argue that a new value chain within e-tailing as opposed to 

physical retailing is present in the way that e-tailers, in a cheaper and more effective 

way, can serve its value chain through for example new partnerships active in an e-

tailers value chain. What Dholakia et al. (2002) found can be shown in the growth of 

relative easy solutions on the e-commerce market. Bakos (2001) also found that new 

intermediaries are emerging with the rapid growth of e-commerce and reshapes the 

value chain. What these findings mean for the growth potential through an international 

expansion can be exemplified by easy solutions on the market to actually expand abroad 

by emerging intermediary companies. As an example the company Tictail AB offers a 

web shop for free and the ability to start an e-tailing business in just a couple of minutes 

in multiple countries (Tictail AB, 2014). 

Furthermore an internet retailer can rather easy open up a country specific version of its 

website and offer shipping and payment in the local currency. Many big websites use 

this, which is also referred to as “multi-lingual website” (Coward, 2010) and is further 

an example on the relative easiness when it comes to expand business abroad. 
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Given the advantages and relative simplicity of expanding it is important to state that 

internationalization is unlikely to be successful unless the firm prepares in advance 

(Hollensen, 2014). 

As Dholakia et al. (2002) argued regarding relative easiness of expanding e-commerce 

business and given that the e-commerce industry will still today continue to grow to 

become a large influencer in the world economy (eMarketer Inc., 2014), there exist a 

highly relevant and important opportunity to study how management within internet 

retailing companies reason when expanding abroad. As an example of the 

internationalization of the entire fashion industry Portnoff (2013) found that 60 % of all 

revenues created within the fashion industry in Sweden are derived from exports. A 

study from Eklind and Ljungstedt (2013) regarding the internationalization of physical 

fashion retailers suggests a need for testing several internationalization models 

applicability to the internationalization of fashion companies.  They also suggest as 

guidance for future research that the managerial approach to internationalization in the 

industry should be studied. “Traditional” theories and models regarding international 

expansion will serve as a theoretical base against the empirical findings on how fashion 

e-tailers approach growing their business abroad. The selected theories will further be 

introduced and justified under the literature review. 

 1.3 Purpose 
The purpose is 1. to describe and explain why Scandinavian fashion e-tailers engage in 

international expansion and 2. explain how they approach country selection. 

The findings will contribute academically in the study of managerial reasoning when 

expanding internationally by identifying and analyzing gaps in theory with regards to 

this industry, but also contribute practically for managers working in the fashion e-

commerce industry. 

2. Literature review 
There exist several theoretical explanations and justifications of firm 

internationalization (Kim, 2003). Therefore the literature review will address the 

purpose through presenting the most frequent used internationalization research relevant 

to the study in order to explain 1. Driving forces behind internationalization and 2. 

Driving forces behind country selection. 
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The literature review will be used in order to guide the collection of empirical material 

as well as to interpret the empirical findings regarding the reasoning among e-tailers 

when conducting market development through international expansion. First, other 

sources of firm growth than market development a company might choose as its 

strategy will be introduced. This is done in order to highlight the other ways a firm 

might consider when growing its business, which will later be analyzed together with 

the empirical findings.  

2.1 A managers choices for growth 
In order to have a foundation for the empirical study, the first part of the theoretical 

framework will introduce previous research on why companies choose international 

expansion through market development as the tool for growth. 

“Four commonly recognized growth alternatives could be identified as different 

product-market strategies” (Ansoff, 1958). These alternatives are market penetration, 

market development, product development and diversification. 

Market penetration strategy: The efforts conducted by a company when trying to 

increase sales by increasing sales volume to existing customers in existing market 

(Ansoff, 1958). When a firm already exists in the market with the product, an example 

could be that they recognize that they still have gaps to fill with its current product in its 

current market. More investments into targeting this market will be the strategy for 

growth. 

Market development: An attempt by a company to “adapt current product line to new 

missions” (Ansoff, 1958). This could for example be when a company expands its 

business and product line by offering it in another country, segment, gender etc. in order 

to achieve growth.  

Product development: Characterized by development in the sense of adding, adjusting 

and developing existing products in order to grow current market (Ansoff, 1958). An 

example of a product development strategy is when technology firms in for example the 

telephone/computer/tablet business release new upgraded products to offer its current 

customers. 
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Diversification: Characterized by developing a new product for a new market (Ansoff, 

1958). Diversification is considered by many as the most risky attempt in order to grow 

your business (Biggadike, 1979). There can be many different reasons for 

diversification. Among these are to distribute firm risk, reinvestment of earnings, 

existing capacity utilization as well as to obtain current management team (Ansoff, 

1957). 

 

 

 

 

 

 

 

Figure 1: Ansoff’s Matrix as displayed by Hoos (2011). 

  2.1.1 The market development option for growth 

The aim of adapting a market development strategy is, as previously argued, to grow the 

business in new markets. New markets can be, among others, new market segments or 

new demographic target. However as the thesis deals with international expansion we 

will, unless stated otherwise, refer to market development in the sense of growing the 

business into new geographical markets, using the same layout of the current product 

which is a managerial decision strategy often used in e-commerce, as earlier stated in 

”Background of e-tailing growth”. A direct advantage of market development through 

international expansion compared to other expansion means, according to Martin, 

Swaminathan and Mitchell (1998) is that the growth induced by international expansion 

is very easy to monitor, since its data can be considered highly reliable. As the data 

monitored in the e-commerce industry is precise, e.g. the simplicity to track results from 

web activities; internationalization through market development within e-tailing agrees 

with the findings by Martin, Swaminathan and Mitchell (1998).  
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 2.2 Driving forces behind internationalization 
The following section will address previous research on why firms internationalize and 

the advantages it brings. The pursuit of economies of scale resulting from 

internationalization is a highly studied driving force concerning international expansion 

(e.g. Levitt, 1983; Hollensen, 2014; Dunning & Lundan, 2008). Internationalization as a 

way of capturing first and early mover advantages (Makadok, 1998) is another 

economical motivation highly studied. Studies have shown that constraints in the 

current home market when it comes to market potential along with opportunities to 

grow the business in new countries, stimulates firms to seek abroad opportunities (e.g. 

Antell & Wallgren, 2012). It has been shown that the motive of expanding to new 

countries also consists of diversification in terms of dependency of other markets 

(Hirsch & Lev, 1971) as well as spillover effects other than pure economical ones as for 

example gaining knowledge (Zahra, Ireland, & Hitt, 2000). A motive for firm 

international expansion can also be to stay competitive and by doing so, follow 

competition to other markets (Stopford & Henley, 1991). 

These motives will be explained in more detail in the next section and the choice of 

including these motives are that they are among the most cited and dealt with in 

internationalization studies and has not yet been explored within the fashion e-tailing 

scene. 

  2.2.1 Economies of scale and first mover advantages 

By expanding businesses to other countries, the benefits of economies of scale appear 

for firms, which makes them able to have an upper grip over competitors and grow 

there business by offer reduced world prices (Levitt, 1983). Economies of scale can be 

defined as the reduction of a firm’s average cost as the volume of the firm’s output 

increases/grows (The Economist, 2008). Economies of scale can further be separated 

into external economies of scale and internal economies of scale. 

1. External economies of scale: “Occur when a firm benefits from lower unit costs 

as a result of the whole industry growing in size” (Hussain, 2010, s. 152). E.g. if 

an industry grows its importance in a certain region, the government intervenes 

and build better transportation and logistics solutions to serve the industry, 

which in turn is cost advantage for the firms in this particular industry. 
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2. Internal economies of scale: “When a firm increases its scale of production and 

reduced costs or cost advantages that occur when a firm expands itself…” 

(Hussain, 2010, s. 149). 

 

While pursuing on an international expansion, holding all external industry specific 

market conditions constant, a firm can then by definition enjoy the advantages of 

internal economies of scale by increasing its output to other countries (Levitt, 1983).  

The drop in average cost could also give more room for the firm to lower prices and, 

according to the dynamics of demand and supply in an economy, thereby reach out to 

more customers (McDowell et al., 2009) as quantity demanded increase when price 

falls. This theory and reasoning displays the growth advantages concerning scale 

economies while pursuing on an international expansion.  

When a firm expands as the early ones in its industry, studies have shown that they 

enjoy benefits from first-mover advantages (as well as early-mover advantages) 

(Makadok, 1998). These first-mover advantages can become real for a firm in the 

following ways, according to Kerin, Varadarajan and Peterson (1992, s. 34): 

1. During time where no competition holds, the first mover is then by definition a 

monopolist and can use this situation to charge higher prices and gain higher 

profits than what would be the case in a competitive market place 

 

2. After entry of competitors, the first mover still has an advantage as it has 

established a market position and learning curve economics (the longer a firm is 

in one market and the more output it generates, the lower its unit costs will be, 

which serves as a competitive advantage (Spence, 1981, s. 49). 

 

Although economies of scale is considered, throughout industries, to be a major driving 

force for internationalization, studies have shown that fast growing companies may not 

have it as a driving force in their internationalization process (Madsen & Servais, 1997). 

The motivation for these firms is to have a small business part in many markets that 

eventually evolves. This is especially true for companies specializing in very specific 

products (Madsen & Servais, 1997). This reasoning can be related to e-commerce 

companies, as the ones researched in this thesis are highly international. In contrast to 
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this, as fashion e-tailers can spread their fixed costs with a launch in a new country, it is 

interesting to see whether or not it serves as a main motivation. Furthermore Mellahi 

and Johnson (2000) found out in a case study of the e-tailing giant, Amazon, that 

barriers to entry and imitation are low within the e-commerce scene and factors such as 

speed, innovation and patenting are needed to keep late movers behind them. First 

mover advantages are difficult to obtain within the industry due to low switching costs 

of customers, but still evidence support that e-commerce firms can capitalize on 

consumer based first mover advantages (Mellahi & Johnson, 2000). 

  2.2.2 Home market constraint and foreign opportunities 

Previous studies on motivations for international expansion found that the reason why 

firms expand internationally to gain more market share and grow its business can be 

that the market it operates in now consists of constraints in terms of further growth. For 

example that the market potential in the home country has been reached, in which an 

international expansion would help a firm reach targeted growth ratios (Antell & 

Wallgren, 2012). Studies within technology-based firms, as e-tailers in some extent are, 

have also been argued to adopt internationalization strategies as a reaction of foreign 

opportunities, such as buyer inquiries (Karagozoglu & Lindell, 1998) 

The International Product Life Cycle theory suggests that country specific markets will 

differ from each other in its demand through time, which means when there is a decline 

in demand in the home market, the demand in another country may increase and growth 

and profits there are to be made (Chandrasekar, 2010).  

 



 

 

13 

 

Figure 2: Product life cycle. Source: Plexius Group LLC Management Consultants 

(2010) 

The product life cycle model is characterized by a firm’s products life cycle in one 

market and the managerial implications in each step (Vernon, 1966). Lusch et al. (2011) 

argues that this theory applies to retailers. For the use in international expansion, 

literature suggests that when a firm reaches its decline stage (Chandrasekar, 2010) an 

international expansion to other markets may be a useful strategy to continue to grow 

the product by seeking abroad markets that may be ready for the product (Antell & 

Wallgren, 2012). Stopford and Henly (1991) also agrees to the phenomenon when 

stating that declining growth in one market can be offset by growth in another. 

Application of this theory to fashion e-commerce companies has not explicitly been 

done in this context yet and is highly relevant due to the fast growing international 

expansions in the industry. 

  2.2.3 Managing risks, competition and spillover effects 

Even though there exists many kinds of risks with an international expansion (KPMG, 

2008) the motivation behind an international expansion can also be to tackle current 

risks with that of becoming less dependent on one market. 

Hirsch and Lev (1971) found that firms that start export to other countries stabilize its 

sales and the larger the spread of its exports, the more stable their sales actually are 

which can be used to manage the market risks in a business portfolio. 



 

 

14 

According to Stopford and Henley (1991) competitive structures are shaped by the 

competing firms in a market, which also reflects manager’s choices how to best serve 

markets and that firms vary their choices across countries depending on the competition 

in these markets (Stopford & Henley, 1991). This is coherent with the findings by 

Makadok (1998) that shows that firms can enjoy the advantages of international 

expansion by being an early (not only first) mover to a new market and explain a pursuit 

on international expansion by an early expansion strategy set off by the firm’s 

competitors. 

A study from Zahra, Ireland, and Hitt (2000) regarding international expansion, 

suggests that ventures that are expanding to new international markets gain and create 

knowledge and technological know-how. This serves as competitive advantages over 

firms that do not undertake such actions (Grant, 1996) and serves as an example of 

potential spillover-effects that a firm internationalizing can experience. The 

applicability of seek for spillover effect to the e-commerce industry, when the 

companies are to be seen as born globals suggests that spill over effects, such as 

synergy creation are more profound (Madsen & Servais, 1997). 

 2.3 Summary of driving forces behind internationalization 
Following driving forces and advantages have been argued to apply to firm’s 

international expansion: 

1. International market development within the e-commerce industry is relative 

easy implementable and manageable. 

2. Economies of Scale and the economical benefits of internationalization as well 

as first and early mover advantages drive the motivation for new markets. 

3. Home market constraint and foreign opportunities. The product life cycle model 

suggests that firms internationalize in different stages of its product’s life. 

4. Managing risks, competition and spillover effects. Becoming less dependent on 

one market, following competitors and other spillover effects also serves as 

incentives for international expansion. 

 

I want to clarify that this list of driving forces behind internationalization is in no way 

exhaustive. These particular theories and models are mentioned and presented in this 

research, as they are the most cited researches regarding internationalization and as 
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argued within the paper are the most interesting to shed new light to within the fashion 

e-tailing scene. 

 2.4 Driving forces behind country selection 
“Any firm attempting to expand international operations must decide on the number of 

countries and market segments it will attempt to penetrate at any given period” (Ayal, 

1979, s. 84).  

Previous studies carried out by Kumar and Subramaniam (1997) found that an 

increasing domestic competition manifests itself with higher costs for product 

development and less “economic” time to innovate. Together with openings of more 

foreign markets, which was formerly more regulated and intolerant for foreign 

investment (Kumar & Subramaniam, 1997) a geographical expansion has evolved to be 

considered as a viable growth strategy among practitioners. 

Earlier research highlights the importance of a firms network (Antell & Wallgren, 2012) 

when engaging in international market development and its impact on market selection 

(Coviello & Munro, 1995). Coviello and Munro (1995, s. 50) gives a an example of this 

when a firm may conduct international expansion to a new market solely based on the 

support of existing relationships, which can help with partners and positioning in one 

specified new market. They further found that market selection and how and why 

entrepreneurial firms engage in international expansion to a certain market is highly 

dependent on the firms established network. The Uppsala internationalization model 

originally developed by Johanson and Vahlne (1977) is according to Malhotra and 

Hinings (2010, s. 330) the most influential model when studying the internationalization 

decisions a firm takes and the model is hard to pass by when studying strategies for firm 

internationalization. The model suggests that with small incremental international 

expansion, firms explore new markets by choosing entry modes with least risks by 

building up a network in a new country and gain experience through ‘learning by doing’ 

(Hollensen, 2014). The model was revisited and developed in 2009 by the same authors, 

since research on later days argued the importance of networks when a firm 

internationalizes, something that the revisited model is based upon.  

The Network theory, Uppsala model and the Uppsala model revisited will further be 

presented below. 
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  2.4.1 Network theory 

There exist many definitions of a “network”. The thesis will borrow the following 

definition when referring to network; ”the relationship between a firm’s management 

team and employees with customers, suppliers, competitors, government, distributors, 

bankers, families, friends, or any other party that enables it to internationalize its 

business activities” (Zain & Nq, 2006, s. 184).  

The network theory has been a well-cited topic when it comes to international 

expansion theories conducted by firms and the foreign market selection (Coviello & 

Munro, 1995). Different types of networks exists, informal networks: Personal 

relationships, friends, family etc. and formal networks: Business relationships; 

partnerships, distributors etc. (Coviello & Munro, 1995;1997) 

According to Johanson and Mattsson (1988) relationships with customers, suppliers and 

competitors in domestic markets may very well be the driving force behind entering a 

certain foreign market. They also argue that the success of entering a foreign market in 

many cases can be more dependent on the network the firm has in this market than 

country specific attributes. 

Coviello and Munro (1997) agrees with Johanson and Mattsson and argue that markets 

selected to enter by small and medium enterprises (SME’s) are strongly affected by 

relationships with their existing network. They also found that formal networks, such as 

distributors were influencing the market choice the most in medium enterprises, while 

Zain and Ng (2006) found some proof of informal networks influences on smaller 

enterprises. Andersson and Helander (2009) also concluded that network relationships 

influence foreign market selection in various ways and that the choice of the foreign 

market in general is more influenced by networking relationships than the mode of entry 

the firm eventually choose. 

The network model according to Johanson and Mattsson (1988) suggests that 

companies establishes and develops positions in relation to networks in foreign 

countries when internationalizing. This is carried out by first establish relationships in 

networks new to the firm (international extension), then develop this network position 

(penetration) through increasing resource commitments and later connect the networks 

in different countries (international integration).  
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As there is a growing impact of network within internationalization studies, it is highly 

interesting to see how it effects country selection decisions taken within the fashion e-

tailing scene. Eklind and Ljungstedt (2013) stated out the importance of networks 

within Swedish traditional fashion retailer’s internationalization activities and suggested 

its applicability within the industry as future research. 

  2.4.2 The Uppsala model and the Uppsala model revisited 

The importance of networks in terms of firm internationalization also shed new light to 

the highly cited Uppsala internationalization model by the authors Johanson and 

Vahlne. They acknowledge that there exists strong proof of the significance of networks 

in the internationalization of firms (Johanson & Vahlne, 2009, s. 1413). 

The original Uppsala Internationalization Model (figure 3) suggests that firm 

internationalization is the product of a series of commonly recognized characteristics of 

incremental decisions undertaken by a firm (Johanson & Vahlne, 1977). 

Figure 3: The Uppsala Internationalization Model. Source: Johanson and Vahlne (1977) 

The model suggests that a firm engages more in internationalization as a result of the 

knowledge it acquires from a new market, which is acquired in small incremental steps. 

The model is to be seen as dynamic where the outcome of one step constitutes the input 

of the next (Johanson & Vahlne, 1977). According to the theory the internationalization 

of a firm will start with a country close to the home country in terms of psychic and 

physical distance, since there is a lack of new market knowledge. The firm starts 

establishing in a new market carefully and with small steps changes the 

involvement/investment in the market (Johanson & Vahlne, 2009). The firms change by 

learning through their current activities and the commitment decisions that they are 
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making (Johanson & Vahlne, 2009). Referring to Figure 3, market knowledge and 

market commitment are then to be seen as a state aspect of the firm at a given point in 

time, while commitment decisions and current activities are the change aspects 

(Johanson & Vahlne, 2009). 

The model suggests that developing knowledge through incremental activities in an 

abroad market is crucial for the internationalization process of a firm. The learning of 

these activities allows the firm to become more differentiated when selecting new 

markets to enter.  

Eklind and Ljungstedt (2013) found that the applicability of the Uppsala model to 

fashion retailers internationalization were very much existing. The fact that e-tailers can 

export rather easily makes it interesting to see if they also use the same approach or if 

they can afford to try out markets more distant from the start. But the models 

components have also been criticized in studies concerning fast internationalizing firms 

(Madsen & Servais, 1997). Furthermore Luo, Zhao, & Du, (2005) in their research 

regarding internationalization of e-commerce companies stresses out that physical and 

cultural constraints are less applicable to e-commerce companies. 

In later years, Johanson and Vahlne (2009) agrees with the importance of business 

networks in internationalization studies. They argue that existing business relationships 

(networks) have a large impact on the geographical market a firm decides to enter, 

which gave birth to the Uppsala model revisited, as seen in figure 4. 
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Figure 4: The business network internationalization process model (the 2009 version). 

Source: Johanson and Vahlne (2009) 

The revisited model suggests that the internationalization decisions are pursued within a 

network. The basic structure is the same as the 1977 model, but the state and change 

factors have been modified (Johanson & Vahlne, 2009): 

State: Market knowledge à Knowledge opportunities 

Opportunities, needs, capabilities and networks of related firms are the most important 

components of the knowledge state that drives the internationalization process. 

Change: Commitment decisions à Relationship commitment decisions 

Commitment is to be seen as commitment to a relation within a network, where a 

stronger commitment to a relationship manifests itself with larger investments by the 

firm. This could for example mean that firms expand more aggressively in countries 

where they want to maintain or increase a certain business relation within a network. 

State: Market Commitment à Network position 

The emphasize of that internationalization is pursued within a network. 

Change: Current activities à Learning, Creating, Trust building 

To enjoy a partnership and network position, the firm will use its learning, creating and 

trust building as “current activities”. 

According to Johanson and Vahlne (2009) the implications of the new model are that a 

firm will tend to internationalize to a country depending on the local and foreign 

important partners they have and the partner’s level of internationalization or follow a 

partner abroad if that partner has a valuable network in a particular country. These 

arguments are coherent with findings from Coviello and Munro (1997) and Johanson 

and Mattsson (1988).  
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2.5 Summary of driving forces behind country selection 
1. The Network theory suggests that a firm selects a country depending on the network 

they have. 

2. The Uppsala model suggests that firm’s with small incremental steps expand 

internationally to countries, beginning with countries close to the home market and 

continue to expand internationally as they learnt from previous experiences. 

3. The Uppsala model revisited also takes into account the importance of networks 

when internationalizing and suggests that a firm will tend to go to a particular country 

depending on its partners internationalization strategies. 

 2.6 Born globals 
Later years, intense international expanding firms have given birth to the research of 

born globals.  Rather than seeing international expansion as a slower stages process, 

studies have shown that firms characterized with high technology (Jolly, 1992), such as 

e-tailers,  seek spillover effects and more to capitalize on low-cost expansion means. 

These firms have a larger part of the world as their market and challenge existing stages 

models to internationalization for these firms (Madsen & Servais, 1997). 

Born global firms, as opposed to earlier traditional research, adopt an 

international/global approach for their business right from the start or early after their 

birth (Madsen & Servais, 1997). Empirical findings (e.g. McDougall et al., 1994) show 

that throughout many industries, companies do not follow the typical stages model, but 

go international by either exporting to other countries directly or short after their birth. 

They do this without the involvement of incremental learning or long term relationship 

building as the driving forces behind internationalization to other countries (Madsen & 

Servais, 1997). 

In contrast to this there exists another type of firm that have enjoyed stable business in 

their home market a longer time, but starts to expand to several new countries in a short 

period of time (McKinsey and Co, 1993; Madsen & Servais, 1997). 

Jolly et al. (1992) found that many of these firms are high technology firms, in which e-

commerce firms can argued to be as their core business is based on technology and 

internet. It is worth to shed a light to, as many Scandinavian e-commerce companies in 
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later years have started exporting further away from the Nordics at an early point in 

time. 

McDougall et al. (1994) further rejects that economies of scale and the international 

product life cycle theory are reasons to internationalize but suggests that main reason is 

to capitalize on the synergy effects of combining resources from more national markets 

for born globals and this is the reason certain countries are chosen. Bell (1995) found 

that the born globals with regards to the network theory have a tendency to follow 

contacts of importance to certain countries, something that also Madsen and Servais 

(1997) point out in their research of born globals. Sharma and Blomstermo (2003) point 

out that born globals internationalization process is ”learning through network”. They 

argue the importance of having many weaker ties in its network in many different 

countries, which, through resource commitments, evolve to become strong ties. As the 

Uppsala model revisited, Sharma and Blomstermo (2003) implicitly state the 

importance of creating knowledge through network activities when internationalizing. 

On the other side Oviatt and McDougall (1994) argue that born globals take advantage 

of emerging low-cost means such as transportation and communication in order to profit 

from an international business. Madsen and Servais (1997) agrees to this but also point 

out that the driving forces for the born global firms are mainly three factors: 1.  New 

market conditions 2. Technological improvements and 3. More elaborate capabilities of 

people. 

The concept of born globals is interesting to highlight as it challenges as well as extends 

the earlier theories and models used in this thesis. As it has been shown through studies 

that born globals share many characteristics with e-tailers, it is highly relevant to 

include in this thesis to explain findings from the research. Especially since many of 

fashion e-tailers in Sweden have had a quick expansion and are continuing to grow 

internationally (Portnoff, 2013). 
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 2.7 Theoretical summary 
I will here provide an overview of the theoretical frame and sum up the main theories 

and models cited and used within this paper. 

Driving forces behind internationalization: 

1. International market development is easier to track than other forms of growth 

and new intermediary companies and solutions facilitate such an expansion 

within fashion e-tailing. 

2. Managerial seek for economies of scale; Expanding to other countries brings 

down average costs and in the end price. First and early mover advantages can 

also be a motivation for expansion to capitalize on monopolistic/oligopolistic 

opportunities. 

3. Home market constraint and foreign opportunities; The product life cycle theory 

suggests that when a constraint in growth in the home market is present, 

opportunities for further growth abroad are a solution. 

4. Managing risks, competition and spillover effects; International market 

development as a source to become less dependent on one market, following 

competitors to grasp early mover advantages and spillover effects of learning in 

a new market. 

 

Driving forces behind country selection: 

1. Network theory; Depending on the network a company has in its 

existing/domestic market, it will heavily influence the pursuit of market 

development to other countries, where this network player has business 

activities. 

2. Uppsala model and the Uppsala model Revisited; A company will first pick 

countries close to the home market in terms of psychic and physical distance and 

incrementally grow its international expansion through learning. The company 

will also pursue on market development as a mean to strengthen its ties within a 

network and its network position. The outcome is that the country the company 

will go to is heavily dependent on its networks internationalization activities. 
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Born globals: 

Born globals; Firms that start engage in international expansion from the start or 

after a short period of time do not follow the motivations and steps suggested 

within traditional stages models. They are rather motivated by low cost means, 

new market conditions, technological improvements and more elaborate 

capabilities of people. While the network the firm has, has also shown to be 

important for the countries they go to. The born global perspective is used to 

find gaps and explanations to the more established theories regarding 

internationalization and its applicability to fashion e-tailers. The born global 

research will work as a framework to interpret the data collected since fashion e-

tailers share many of the characteristics with born global firms. 

 

As earlier stated, the theories selected are not exhaustive, but its relevance for the paper 

has been justified. The research of born globals has worked as a guidance to interpret 

the later findings in the data collection in order to identify and explain gaps within 

earlier research and the reality of fashion e-tailers. 

3. Methodology 
The method part will convey for the reader how the research took place, the different 

choices along the research process with justification of each method decision taken 

within this thesis. 

 3.1 Research philosophy 
No research philosophy is better than the next one, but the major different research 

philosophies can be more or less suitable for different kinds of purposes and research 

questions (Saunders, Lewis, & Thornhill, 2009). Depending on a researchers prior 

knowledge and experience the choice and interpretation of the surrounding may differ 

from field of study and research person.  

According to Saunders et al. (2009) there exist many research philosophies and the 

philosophy a researcher agrees with is portrayed in the methodology part, data 

collection and analysis. 

The paper leans towards the interpretative view, due to the content of the topic being 

researched; Driving forces behind internationalization and country selection as well as 
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my own way of seeing the world. From an interpretative way, the focus of the thesis is 

to explain certain decisions and motivations. The combined effect is that the sample to 

be studied will be more in depth rather than large samples. I acknowledge that my 

interpretative view will effect the choices made within this thesis, but also highlight that 

there exist more ways in order to reach the same purpose. 

 3.2 Research purpose 
The research purpose is important to state, as it will guide the reasoning of how to 

approach the problem in terms of theory selection, methodology and data used in order 

to fulfill the purpose in the most effective way. 

Generally speaking there are three purposes a study can have which can be applicable to 

my study: Exploratory (explores an unclear situation), descriptive (instrument to 

describe a situation) and explanatory (explaining a reality). 

The exploratory purpose may be argued to be valid within this research, as the topic 

addresses an issue in new circumstances (Saunders et al., 2009) but I have chosen to 

define the research purpose in the following way in order to be consistent: 

Internationalization is a well-studied area in general and the purpose and problems 

researched are very clear, therefore the exploratory purpose is ruled out in favour of the 

other two. The ambition is to describe and explain the reality. This thesis research 

purpose can then be classified as a mixture between descriptive and explanatory, since I 

want to 1. Describe motivations and decisions firm’s take in the fashion e-tailing 

industry but also 2. Explain the different variables driving the internationalization in this 

industry. 

 3.3 Research strategy 
The research strategy will explain how the author choose to structure the work, 

approached the purpose and the ways how the different methods for collecting empirical 

material were evaluated and chosen. 

  3.3.1 Inductive vs. deductive 

There are two major research approaches relevant for this thesis to point out; Inductive 

approach and deductive approach. 
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The inductive approach allows theory to emerge from the data collected within the 

research, while the deductive approach draws hypothesizes from theory and test these 

hypothesizes with data (O'Reilly, 2009).  

The strategy I used when designing my research was to first filter for more established 

theory in internationalization to explore within the fashion e-tailing industry. I then 

designed my data collection so it would answer why and how e-tailers internationalize 

while discussing the applicability of these established theories to the industry. As there 

existed gaps within the theories and the data collected, I applied concepts explaining 

these gaps in the theoretical framework (born global research) and removed theory once 

stated which were not interesting findings for the e-tailing scene. The result (data and 

theory) together formed a base for the analysis. So my research design is then per 

definition inductive as it allowed me to begin with a pre-set of theory and then build 

relevant theory to explain the gaps observed in the data collection. 

  3.3.2 Qualitative vs. quantitative data 

In an interpretitative research’s view, smaller and in depth qualitative data is more often 

used (e.g. Golafshani, 2003; Merriam, 2009). My research questions deal with 

managerial reasoning as well as implicitly exploring traditional literature reviews 

validity within this reasoning. This speaks more in favour to the qualitative method as I 

then have the chance to explore this reasoning in depth. Qualitative research is more 

frequently used in the inductive approach and if existing theory fails to purely describe 

a certain phenomenon (Merriam, 2009). As I have identified a gap within theory and 

reality of the industry I am researching regarding internationalization, I have decided to 

use a qualitative method to collect my data. A quantitative data collection would not be 

appropriate in this sense, but could of course been used if the thesis focus was less on 

managerial reasoning. 

 3.4 Data collection 
The next section will describe how I collected data and the reason behind the tools and 

techniques used to collect data. 

  3.4.1 Data collection choices 

My research questions include: Why fashion e-tailers internationalize and how they do 

it, which according to Yin (2009) would justify the usage of qualitative data from the 
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different methods experiment, history and case study. According to Yin (2009) I should 

then choose case study as my mean of collecting data, as my research questions deals 

with ”why” and ”how” as well as focuses on more contemporary events. Using 

experiments and history as a research design is therefore ruled out together with surveys 

and archival analysis which are more appropriate for other forms of research questions. 

Experiment and history are ruled out since I do not require control of behavioral events 

but only on contemporary. 

 

 

Figure 5: Relevant Situations for Different Research Methods. Source: Yin (2009) 

  3.4.2 Multiple case study choice 

Saunders et al. (2009, s. 147) argues that a case study is appropriate when either 

exploring or challenging existing theory which is an important ingredient in this paper. 

Yin (2009) agrees with Saunders et al. (2009) that a case study may be used in these 

situations. Saunders et al. (2009) cites Robson’s (2002:178) definition of a case study as 

”a strategy for doing research which involves an empirical investigation of a particular 

contemporary phenomenon within its real life context using multiple sources of 

evidence”. 

Saunders et al. (2009) argue that a multiple case study approach, as opposed to a single 

case study, should be carried out if the there is a need to at some extent generalize the 

findings. My aim is to generalize the findings and conclusions to the same kind of firms 
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as are used within my sample. That is, Scandinavian based fashion e-tailers having 

expanded business outside Scandinavia. Moreover the multiple case study choice allows 

comparison between cases and is used to understand similiarities and differences, which 

overall generates robust and reliable findings (Baxter & Jack, 2008) 

  3.4.3 Drawbacks of case studies 

Yin (2009) also brings up some general issues with case studies as opposed to 

alternative research methods that need to be addressed when using it in data collection. 

Examples of this include sloppiness of researcher when it comes to systematic 

procedures and using questions influencing the counter part so the conclusions becomes 

biased. Other issues include generalizability problems from single case studies and time 

consuming procedure, which ends up with unreadable documents (Yin, 2009). 

In order to address the case study issues brought up by Yin (2009) the data collected 

through interviews has been worked out systematically using the same core questions to 

each respondent but with follow up questions depending on the answers. When follow 

up questions have appeared they have been addressed separately from the following 

questions to not alter with the systematic procedure and potentially bias the following 

interview questions and answers. The multiple case study approach has been used to 

find similarity and differences in answers from three very equal companies and industry 

leaders within the industry studied in order to draw conclusions and generalize the 

findings at a niched industry level. The actual data collection process will be presented 

in the next section. 

  3.4.4 Interview choice for collection of primary data 

The collection of primary data, through the use of multiple case studies with a 

qualitative approach was done through interviews. Further data collection (secondary 

data) was collected through business news and annual reports from the firms regarding 

their historical internationalization strategies to be used when presenting the results in 

order to draw an analysis. This was used when looking at when and where the e-tailers 

had expanded to. 

Interviews can take the form of structured interviews, semi-structured interviews and 

unstructured interviews. Saunders et al. (2009) describes the different approaches as 

follows: 
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Structured interviews: Most commonly used in the collection of quantitative data 

through interviews. The questions to the interviewees are standardized/identical and 

often have predetermined answers to choose from. 

Semi-structured interviews: Researcher has a set of questions and topics to be covered. 

Depending on the order of these questions and the context with regards to the research 

topic of the organization, the actual questions may vary and follow up questions may 

occur. Because of this, recording the interview and/or taking notes are important tools. 

Unstructured interviews: Also known as “in-depth interviews” where no pre-set 

questions form the basis of the interview, but rather an open discussion regarding the 

clearly specified topic that is studied. 

I have chosen to go with semi-structured interviews with open answers. The reason is 

that using this approach I could ask key questions important for the purpose of the study 

and based on the answers, follow up on these questions for more details. The structured 

interviews are more appropriate for a quantitative data collection (Saunders et al., 2009) 

and as my purpose deals with managerial reasoning, I wanted the opportunity to be 

partly free in the interview to ask follow up questions. The unstructured interview were 

ruled out as I wanted a structured approach as I was exploring theory against this 

particular industry and I wanted the findings to be easier to analyze in terms of 

effectiveness and to draw cross case conclusions from each question asked, as further 

described under “Data analysis”. Saunders et al., (2009) also describes that semi-

structured interviews are more common in explanatory researches. 

The interview questions for the primary data collection can be found as “Table 1: 

Operationalization table” in the appendix. The three interviews were conducted via 

Skype, but in one case (company and interview 2) telephone was used. The interviews 

took between 30 minutes and 1 hour each. During the conversations I took notes of the 

questions and answers to later be summarized in the empirical findings. Before the 

actual interviews I sent the respondents the questions, as their time was very limited and 

we all wanted an efficient interview in which they could think of the questions 

beforehand. 

As previously stated out the semi-structured interviews I choose meant that the 

interviewees got exactly the same questions/topic, but different follow up questions 
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depending on the answers given in order to have an open communication and get 

relevant input to analyze. As two of the interviews were held via Skype I could observe 

emotions and reactions with the interviewees, as argued importance from Bryman and 

Bell (2011). I approached my interview candidates by first mailing them and shortly 

describe that I wanted to conduct an interview with them. The ones who responded 

positively and had time for interviews, I booked a Skype call with (in one case phone 

call) some weeks later. I would have preferred personal meetings as this gives you the 

chance to observe other things that might be of value in the interview. Time, resources 

and convenience led to Skype being the best option after physical meetings. The 

benefits of using Skype and telephone thus outweighed the potential costs of physical 

meetings. The telephone call was used due to the fact that my respondent was not 

available otherwise. Potential drawbacks of using technology instead of personal 

meetings are that the interviews might become a bit shorter. But as I already have had 

contact with these interviewees before I approached them for interviews, we had a 

relationship already and I felt that they could be relaxed and not rushing through the 

questions. 

Potential drawbacks of using one person to interview from each company can be 

triangulation issues, in this case looking at an organization from multiple sources inside 

each company. However as the purpose of the research is seen from a managerial 

perspective and their reasoning, I choose to instead interview three different managers 

from three different companies as described above to handle the variety in answers and 

triangulation. This in order to draw conclusions to a managerial view within this niched 

industry, which is the purpose of the study.  

 3.5 Sample selection 
A small sample size can be sufficient in qualitative research (Bajpai, 2011) and 

according to Saunders et al. (2009) there is no general rule of minimum sample size but 

it depends on the logical relationship between the purpose of the research and sampling 

technique. As data can not be collected from an entire population with an in depth 

qualitative interview and the sample will tend to be small, they suggest I should use 

purposive sampling with appropriate technique fitting my purpose. I have chosen to go 

with homogenous sampling as it is in depth and is appropriate for sub groups, which I 

want to limit the findings to. As there are clear patterns in my findings and I have 
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reached my thesis purpose, I am at ease with the amount (three) of case studies I held 

for the validity of my conclusions. 

My selection criteria’s were that the companies should be Scandinavian origin e-tailers, 

engaged in international expansion outside Scandinavia and the respondents should 

have heavily influenced the decision making process when it comes to 

internationalization within its firm, thus being a member of top management.  

The sampling process was conducted in that way that I used www.similarweb.com (a 

web analytics tool) and filtered for the top 100 websites in the category Shopping > 

Clothing in the Scandinavian countries. I then filtered these web shops by their country 

of origin and then if they had business also outside Scandinavia. This gave me a list of 

prospects. I then checked if I had existing contact details to these companies and mailed 

the ones that I had and used customer service enquiries and LinkedIn for the ones I did 

not have contact details to. Out of 20 contacts, I got ten positive responses, five of those 

were open for interviews, the other ones did not have time or they could not give me 

contact details to the top management. Out of the five remaining, I selected three 

companies that were the most fitting my selection criteria’s regarding that the persons 

interviewed should be members of top management.  

3.5.1 Overview of sample 

Company Home market Active markets Position 
Bubbleroom Sweden Scandinavia + EU Vice President 
	   	   	   	  
Tailor Store Sweden Scandinavia + 10 

more 
Marketing 
Director 

	   	   	   	  
Miinto Denmark Denmark, Norway, 

Sweden, 
Netherlands, Spain 

Interim Managing 
Director Spain 

 

The companies and persons interviewed will thoroughly be introduced in the results 

section in this thesis. 

 3.6 Operationalization table 
In order to clearly link the concepts, driving forces behind internationalization and 

driving forces behind country selection and its different theories and models, they have 
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been broken down into different corresponding subheadings, in which interview 

questions have evolved. This approach was chosen, since the concept of driving forces 

behind internationalization and country selection include many theories and models, 

which were to be explored with questions. Using an operationalization table, questions 

can be derived from the theories which link back directly to the purpose of the study 

(Bryman & Bell, 2011). It is a structured and convenient matter both for the researcher 

to clearly state his structural approach but also to show the reader how the questions 

asked in interviews link to the theories explored and the main purpose of the thesis. 

According to Mueller (2004) an operationalization can be used within descriptive and 

explanatory researches in order to empirically study the characteristics of variables to 

make statements of the concepts used.  

The subheadings of the operationalization table are derived from the theoretical part 

from the two main research questions: Driving forces behind internationalization as well 

as driving forces behind country selection. The operationalization table, as displayed in 

Table 1 in the appendix, brings up the theory/model which are to be explored, labelled 

“Concept”, the references and ideas that are to be discussed are labelled “Theoretical 

reference” and the questions derived from this theory are labelled “Questions”. 

 3.7 Pretesting 
Before the interviews were conducted, I consulted a colleague who has been working 

within the online fashion industry as a Business Development Manager on an online 

shopping portal for fashion. She has worked close with industry leaders within the 

online fashion industry, so I found her to be a good trial person for my interviews. The 

aim here was to discuss my pre-set of questions with her in order to see if they were 

understandable for the counterpart as well as gave relevant answers for the thesis 

research questions and purpose. I did this by testing different set of questions dealing 

with the same concept in order to see what gave the most relevant answers. After the 

testing I explained my purpose with each question and she helped me pick the best 

questions answering this purpose. This was also important for the thesis, as I knew that 

my interviewee’s time and availability were limited. 
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 3.8 Data analysis 
The data analysis methods chosen were taking notes, summarizing, categorizing, 

validating and pattern matching. 

As soon as the interviews were conducted, I sat down and wrote a text of my notes 

taken during the interviews, when I was having the conversation fresh in my head. 

The next step was to summarize the empirical data, as the notes and answers given were 

very long. Saunders et al. (2009) suggests this approach when dealing with long 

statements and to pick up the most relevant data and summarize it in key points 

important to the purpose of the study. Summarizing was done through paraphrasing 

long statements and the usage of important quotes with regards to the statements. 

In order to analyze the data I choose to categorize my findings from the interview using 

labels of “driving forces behind internationalization” where subheadings included the 

theories and models the theoretical framework (and interview questions) dealt with. The 

“driving forces behind country selection” in the literature review is the other label and 

the theories and models used within this are subheadings.  

After the findings were rewritten to a text, summarized and categorized I used the 

empirical findings from both interviews to compare with each other and the theory part 

using pattern matching, after first validating the written summaries to be presented in 

the thesis with the interview respondents. This was done in order to draw conclusions 

regarding the driving forces behind internationalization and country selection in the 

fashion e-tailing industry. See “Table 2: Pattern matching table” in the analysis part for 

the pattern matching procedure used in the data analysis. 

 3.9 Method reliability 
The methods validity and reliability will in the next section be presented and discussed. 

  3.9.1 Internal validity 

Internal validity examines to which degree the findings are valid based on the variables 

used, e.g. how safe is it to say that X leads to the findings Y without having influence of 

another variable, Z? Bryman and Bell (2011) argues that in qualitative research the 

internal validity is usually high as observations in particular social groups support the 

relationship between theory and the observations. Yin (2009) argues the importance of 
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taking into account rivalry opinions to further strengthen the internal validity. By 

addressing this, I ensured to collect data from competing firms in the fashion e-tailing 

industry in Scandinavia. Yin (2009) emphasize that the number of interviewees 

influences the validity to draw conclusions. Merriam (2009) argues that with case 

studies the interviewees should be chosen depending on the perspective of the study. 

Since I am investigating motivation and decisions from a top management perspective, I 

feel at ease with interviewing the top management of three large companies in 

Scandinavia within the industry, in order to ensure valid data. The fact that I wrote the 

thesis by myself can influence the internal validity. I also got constructive feedback 

from other researchers studying internationalization at seminars. After the data was 

summarized, I shared the summary with the interviewees to validate them or if they had 

any notes or something to add. This was done in order to ensure correct data. 

  3.9.2 External validity 

The external validity refers to the fact if the results can be applicable beyond the scope 

of the research (Bryman & Bell, 2011), e.g. the probability of achieving the same results 

with other interviewees. In a single case study, the external validity is in general low. 

That is why I used multiple case studies. I choose to interview three large companies 

top management in Scandinavia that together cover a large part of their home markets. 

This was chosen taking the external validity of the research into account. I found it 

better to interview a few companies covering a large part of the market, than many 

interviews covering a smaller part of the market as my purpose and problem 

specification deals with the actions of firms in the market in general. Another factor 

influencing the external validity is the use of multiple sources (Yin, 2009), which in my 

case could be done by interviewing more firms or more respondents from the firms 

interviewed. I acknowledge that the external validity can be questioned due to this, but 

as earlier pointed out my sample selection was carefully done in order to generalize 

findings to companies similar to the ones used in the sample. 

  3.9.3 Reliability 

Reliability is a concept addressing trustworthiness of the findings or how the results or 

observations can be replicated or repeated (Golafshani, 2003). By using case studies, it 

is difficult to argue for the exact replication of the results. Nevertheless the aim of the 

thesis is to ensure that carefully selected respondents are used. By using the same 
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approach to companies in this level studied, the reliability through repeating should be 

sufficient. Although I recognize that smaller companies/managers in terms of market 

size may have answered differently. But as I am interested in the phenomena of 

increasing international expansion within fashion e-tailers, the absolute economical 

consequence of this internationalization is more profound in larger companies, although 

smaller companies also use it as a good expansion mean. I also want to draw 

generalization to companies of the same size and level of active countries, so my 

findings can not be directly applicable to firms of smaller size. 

To ensure that the data collected is reliable, same questions were asked but with 

different follow-up questions depending on the answers they gave in order to get the 

answers I needed. 

 3.10 Summary of method 
Approach    Choice 

Research Philosophy  à Interpretative 

Research Purpose  à Descriptive and Explanatory 

Research Strategy  à Inductive and Qualitative 

Data Collection  à Multiple case study 

Sample Selection  à Non-probability and purposive sampling 

Data Analysis   à Pattern Matching  

My interpretative view influenced the decisions taken within the course of the research, 

when deciding upon an inductive and qualitative research strategy with a descriptive 

and explanatory purpose. The multiple case study was chosen in order to collect data, 

with semi-structured interviews. The three persons from the three companies 

interviewed held C-level positions and the findings were used to find patterns in their 

answers to explain the driving forces behind internationalization and country selection 

for fashion e-tailers.  
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4. Results 
The following section will present the results of the data collection, which together with 

the theoretical framework will serve as the input for the analysis in order to answer the 

thesis purpose. It is split into each company and e-tailer interviewed. A general 

overview about the company and persons interviewed will be done for each company 

and the findings will be summarized.  

 4.1 Company 1: Bubbleroom 

  4.1.1 Overview 
In 2005 Bubbleroom launched a small exclusive web shop for fashion conscious women 

in Sweden with a focus on selling high-end fashion brands. In 2008 Bubbleroom went 

live with a remake of their web shop with new owners, Consortio Fashion Group. In 

2010 they launched sites in Finland and Denmark. A year later Bubbleroom also 

launched their web shop in Norway and finally opened up a ”.eu-domain” which means 

they now had web shops and business all over Europe. Bubbleroom’s product (web site 

and assortment) looks the same for all of these sites, i.e. they have engaged in 

international market development. 

Bubbleroom has been growing a lot since the days of being a smaller web shop. 

Currently they offer clothes, shoes, accessories and beauty products with a focus on 

young women (although they also sell men articles). They offer slightly over 10,000 

different products on their sites and are considered as one of the industry leaders in the 

Nordic countries in e-commerce across all categories. Within clothing in Sweden they 

are ranked as the fifth most popular website on the traffic insights platform Similarweb 

(SimilarGroup, 2014) and delivers thousands of orders each day from its web shop 

(Consortio Fashion Group, 2014). Since their relaunch in 2008, they are a part of 

Consortio Fashion Group, which owns three more web shops in the lifestyle segment. 

The group has yearly revenues of around 1.3 billion SEK and 400 employees in the 

Nordics, Baltics, Russia, Central and Eastern Europe (Consortio Fashion Group, 2014). 

In 2014 Bubbleroom also opened their first physical store in Sweden to further grow the 

store outside the World Wide Web. 

I had the pleasure to conduct an interview with the Vice President of Bubbleroom/ 

Logistics Director of The Consortio Fashion Group; Christian Resell, hereinafter 
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referred to as ”respondent”. The results and summary of our interview will be presented 

below. 

  4.1.2 Findings 

The respondent explains that recent years they have started to focus more on growing in 

the markets they already exist in and for now not that much on expanding 

internationally as they did in the past. He explains that this is partly because there is a 

lot of potential in the home market and investments are needed to become the ”top of 

mind” amongst their existing customers. Furthermore he explains that it is a huge 

investment effort in order to ”be shown in the forest in all Google results in every 

market you are present in”. 

Historically they have engaged in international market development as it is fairly easy. 

They have good existing partners such as payment solution specialists and logistics 

companies which makes it very easy to actually launch in a new country or as the 

respondent says ”Hit the launch button and go”. The difficulties do not lie in launching 

a new market with the existing product, but rather the marketing efforts required in the 

new market to attract customers. 

While pursuing on an international expansion the respondent is very familiar with the 

benefits of economies of scale, but describes it as it has not explicitly been the 

motivation for their international expansions. He points out that of course costs of 

storage and the purchasing volume are spread over more articles, but speaking from 

own experience, competitor failures and the goal of achieving a positive bottom line, 

economies of scale benefits through international expansion in this industry are not 

applicable as pure motivational factors. The respondent explains that maintenance of a 

new market is not that hard, but when it comes to growth in a new market, major 

marketing investments are needed. 

The respondent describes that Bubbleroom was a first mover in Sweden. Regarding if it 

also served as a motivation for subsequent expansion to other countries, they choose not 

to see other fashion e-tailers as their pure competitors, but rather fashion in general. In 

that sense they are not studying first and early mover advantages to particular countries 

only in the online industry but rather study the fashion scene in each particular market. 
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This is also coherent with the fact that they also see physical retailers as competitors as 

they now have over 50 % of the sales from own production. 

Throughout history the respondent explains that rather than meeting declining growth in 

home markets, international expansion has been conducted as they have seen great 

potential in new countries. ”By hitting the launch button you set the base for a larger 

market”. He also acknowledges that you need to be present everywhere for your main 

customers to continue to grow. This is shown in their new ”home country strategy” with 

the launches of physical stores. 

With their launches in new countries, especially the .eu domain, the respondent says 

that they did not do so as a way of becoming less dependent on the core markets. They 

rather saw huge foreign potential to supplement their current position in their home 

country; ”With the click of a button, in theory we make our assortment available to 300 

million more people and can by that way set the base for further sales growth”. In 

practice though, he once again stresses the importance of marketing investments in 

channels needed for sustainable business in new countries. 

Investment and expansions to new countries has to a great extent been dependent on the 

parental company’s internal network and especially the logistic deals they already have 

with companies in other countries. The other major part of the e-tailers network, namely 

payment partners has not been that important as they have adapted/not adapted to the 

country they have expanded to. He highlights logistic partners in their internal network 

to be of the absolute highest impact when having considered an abroad expansion. 

Bubbleroom was first launched in Sweden, then Finland, followed by Denmark and 

Norway in the Nordics. This was later followed by the launch of their European web 

shop serving whole Europe. The respondent explains that the Nordic countries felt 

natural to expand to due to the low physical and cultural distance and that they pretty 

much ”knew the market” from Sweden. As they had a strong internal network already 

they could capitalize on existing logistics solution they had in Sweden who also had 

business in these countries. 

With regards to the learning perspective as a base for further international expansion, 

the entire internationalization process they have engaged in is not so much related to 

administrational subjects nor to potential barriers which they overcame but rather the 
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pure implementation strategy of their international expansion. Learnings that the 

respondent states are that ”if you expand to a new country, then expand ”for real” and 

put efforts into every market channel you believe in for a long term business”. These 

learning outcomes have guided them when considering international expansion to more 

markets. He also believes that for e-tailers in general the learning of overcoming 

barriers and feeling more secure in opening up in more markets exists and this learning 

can be traced back to the early expansions the organization has made. 

 4.2 Company 2: Tailor Store 

  4.2.1 Overview 

Tailor Store Sweden AB is Europe’s largest fashion store online that offers made to fit 

clothes, i.e. the opportunity for the customer to tailor his/her own clothes (e.g. shirts, 

blouses, accessories, chinos and underwear). Their vision is to ”dress the world in 

customized clothing by being the natural choice for online shopping of made-to-

measure wear, quality clothing and accessories. Tailor Store will capture a significant 

share from the traditional retail clothing market” (Tailor Store Sweden AB, 2014). They 

have won several prices for best e-commerce company in Scandinavia throughout the 

years (e.g. Tailor Store Sweden AB, 2014; Dagens Handel & Svensk Handel, 2011). 

They opened up business in 2003 in Sweden and by now they exist in 14 countries. In 

2013 they had a turnover of 46 million SEK (Allabolag, 2014) and 14 employees based 

in Sweden and over 500 employees in their production facility. Tailor Store has a 

sortiment range of approximately 2,000 products for men and women. They recently 

opened up a physical pop up store in Stockholm as well as introducing more assortment 

to their business, suits. 

They have undergone several rounds of international expansion and now have 14 

country specific websites; Sweden, Denmark, Norway, Finland, Germany, Austria, 

Switzerland, United Kingdom, Netherlands, Belgium, France, US, Canada and 

Australia. My interview partner said they are launching in Poland the next weeks. The 

interview partner at Tailor Store was Tobias Lindblom, who is the Marketing Director 

of Tailor Store Sweden AB and has been since 2012. He has extensive knowledge 

within the online fashion industry as he has previously also worked with other online 

fashion companies. The findings from the interview will be presented below. 
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  4.2.2 Findings 

The respondent explains that customers in all countries nowadays trust e-commerce in 

general and what you need to do is showing this on your site with for example ”secure 

e-commerce signs” in order to attract them. With this approach and the fact that they 

have already built in plug ins in their platform facilitating launches in more countries, 

an international expansion is a great way to set a base for a lot more customers with 

relative easy efforts. The respondent explains that growing your e-commerce business 

with an international expansion instead of introducing new assortment, products etc. is 

in fact a whole lot less work. 

Concerning the motivation regarding competitive advantages of economies of scale as a 

mean to lower average costs and in the end price, it does not solely work as a 

motivation for them. The respondent explains that with an international expansion they 

most certainly spread fixed costs (mostly on their suppliers and the purchasing volume) 

but this rather works as a motivation for them to increase their own margins. He 

acknowledges that the marketing costs when entering a new country are a big 

investment and may to a beginning offset the potential economies of scale benefits. 

The respondent explains that they are market leaders with their concept of actually 

offering tailored clothes online. Because of this. they have in fact been first movers 

when entering new markets. They do not purely follow or study competition, but 

acknowledge that competitors often follow choices that Tailor Store has made. Instead 

of following competitors to new markets, they rather study and evaluate the potential 

market to expand to by looking at the potential customers. They quantify the potential 

market by looking up number of entries on keywords in Google relating to their 

business and the potential and importance the e-commerce market in general has in this 

particular country. 

Rather than expanding to other countries as an effect of decreasing growth potential in 

current markets, they feel that they can grow and further reach their potential and more 

customers in all current markets at an equal extent. The respondent explains that they 

enter markets they believe in and more slowly builds up brand awareness to meet the 

respective countries potential. They want to build a solid base of countries with a lot of 

potential and grow from there in all these markets. 
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As consensus to the earlier driving force behind their internationalization activities, they 

don’t explicitly see internationalization as a tool to spread their business risks. Instead 

they want to be present for potential customers and fill the market potential in more 

countries where there is a larger crowd of people that can become their customers. 

When Tailor Store decides to enter a country, as described earlier, they do so by first 

looking at the countries potential and decide which market to enter. Afterwards they 

look at the partners they have and see if any of them have business in the particular 

country they want to enter.  If so, they will be more likely to choose this partner to 

facilitate their expansion. The respondent gives an example ”if we were to enter a 

similar country as the Netherlands where we already have business, we look at the 

partners we have in the Netherlands and try to use this deal we have with this 

company”. He further explains that they prefer to re-use deals they have with for 

example logistics and payment solution companies in other countries. However if not 

applicable, it will not stop them, then they go to the next best thing, which is finding 

partners in this country after they decided to expand there. 

Tailor Store rolled out in Sweden 2004. Their first expansions outside Sweden were to 

the Scandinavian neighbours Denmark and Norway. The respondent describes that the 

distance and cultural similarities to Sweden were underlying factors. Later on they 

further expanded and opened up country specific websites in Finland, The Netherlands, 

UK and more countries such as Germany, Austria, Switzerland, US and Australia to 

name a few at a short period of time. They now have country specific websites in 14 

countries (Tailor Store Sweden AB, 2014). The respondent admits that following their 

first expansions they have learnt a lot to make further expansions both easier and 

quicker to implement. He says that they for example have a CMS tool (Content 

Management System) pre installed in their platform to facilitate further and future 

expansions with respect to marketing applicability and site translations. The respondent 

also acknowledge that they learnt that customer service is a central part of the success of 

their launches in new countries along with good translation tools for the site (difficulties 

they experienced when expanding to Finland). All in all as an effect of the early 

expansions they made to their first countries, they implemented tools so that further 

expansions can go smooth which make them feel very secure in launching new 

countries and do so rather quickly. 
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Rather than solely relying on their business network when expanding, they try to make 

use of their current network if they have operations in that country. If not: They find 

other partners similar to the ones they have in other countries. 

 4.3 Company 3: Miinto 

  4.3.1 Overview 

Miinto was founded in 2009 in Denmark and has until today made successful launches 

in countries such as Sweden, Norway, Denmark and the Netherlands (Miinto Group, 

2014). The business idea is to offer a collective of fashion stores, where the assortment 

of both physical and digital fashion stores are offered at miinto.com. Miinto gets a 

commission for the sales registered over miinto. The customer completes the purchase 

at miinto and then the fashion boutique that has this assortment takes care of the 

delivery to the end customer. Miinto is a worldwide market leader and showcase more 

than 15,000 brands and hundreds of thousands products on their sites combined in 

Denmark, Sweden, Norway, Netherlands and Spain. In their assortment you can find 

clothes, shoes and accessories for men, women, children as well as sports items. Miinto 

has pursued upon international expansion to more countries than the once mentioned 

since their launch, namely US, UK and Ireland. However these markets have now been 

closed. Through history they have raised capital from venture capitalists to facilitate 

their on-going international expansion (Internet retailer, 2012). Miinto is privately 

owned and do not have figures available for the public concerning financial results.  

In 2013 they launched in Spain, as their newest country with setting up an office in 

Madrid. I had the pleasure of interviewing the interim Managing Director of Miinto in 

Spain, Christian Skoglund, concerning their internationalization activities. Christian is 

also a member of the international management team as the Senior Financial Advisor 

(Miinto Group, 2014). The findings of our interview will be presented below. 

  4.3.2 Findings 

The respondent states that the benefits with launches in new countries, compared to 

other growth strategies, are the relative technical easiness of actually launching a new 

site as well as the speed of implementation. He explains that the company is driven by 

numbers and statistics that are easy accessible in the e-commerce industry in general. 

The difficulties with an international expansion is not the initial 
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expansion/implementation but rather what follows after the expansion; the on-going 

business, where the respondent points out the importance of understanding and 

adjusting the business towards the culture of the new country. 

Miinto does not carry its own inventory, but rather automatically relay the orders from 

the customers directly to its partner boutiques and brands. The economies of scale 

benefits with international expansion is not that applicable as a motivation for them to 

reach competitive advantage. From an economical perspective, the respondent explains, 

they are rather motivated by the total profitability of the company and the contribution 

to this a new country can bring. 

The respondent explains that the international fashion market is very competitive and 

that there is less time to come up with innovative solutions. On this basis he is in doubt 

that there exists any clear first mover advantages to be made in the industry as a result 

of an international expansion. At least it is not something they seek. As a result, 

studying existing competition in a market that is of interest for them is present. The 

actual market they are interested in expanding to is highly affected by socio 

demographic reasons. 

Concerning the product life cycle theory of expanding to new countries as a result of 

meeting decline growth possibilities in the home market, the respondent explains that it 

is not a main motivation for them. Instead he explains that they rather want to cover 

markets they believe in a successful business in, where they have resources to invest in 

and where they see that the market has potential. The same time as they pursue on an 

expansion to a new country they still put much efforts into growing home markets as it 

is an on-going business to capture market share there. 

Rather than spreading risks in their business portfolio, the respondent explains that the 

motivation for an international expansion is to capture the potential in more markets in 

which they believe in. Here the two most important factors are the market potential and 

the socio demographics of the country being expanded to. The respondent also reveals 

that they are not afraid to cut markets once expanded to and that are not performing. 

The respondent says that when it comes to country selection they are more or less 

influenced by many parts in their internal business network but the most profound force 

for the country selection is actually socio demographical behaviour amongst the 
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consumers. External partners such as logistics solutions etc. do not have a direct impact 

on the country they decide to expand to. What they do when they expand to a new 

country is to see if partners they are satisfied with in current markets also offers 

business in new markets, if so: They will most likely use these connections, if not: They 

find similar ones in the new country to the partners they have for example for 

transports. 

The respondent names the expansions miinto has pursued upon in a chronological order. 

After the launch in their home market, Denmark, they expanded to Norway, Sweden, 

US, UK, Ireland, Netherlands and Spain. US, UK and Ireland have since been closed 

due to high barriers of entry on the basis of online marketing costs. 

The respondent says that ”it goes quick in hockey” and that they have learned a lot from 

the expansions they have made so far, which has made them feel more secure when 

starting businesses in other countries. The lessons learned are that never undermine the 

efforts needed after the launch to actually attract customers and the marketing 

investments needed. Growing a new country takes time and it is important to 

acknowledge that and be patient by growing organically.   

5. Analysis 
The analysis part will, together with the literature review, interpret the answers of the 

empirical findings. This in order to explain the findings and with a funnel approach 

reach a conclusion regarding the driving forces of internationalization and country 

selection for Scandinavian fashion e-tailers as well as discuss the applicability of the 

more traditional researches concerning internationalization onto this particular industry. 

With the help of the Pattern matching table (Table 2) the components will below be 

analyzed. 

5.1 Pattern matching 
The patterns from the empirical findings, ”results”, will hereby be presented in order to 

structure and facilitate the upcoming analysis. Only the general patterns will be 

presented and more in depth interpretation and correlation between the interviews will 

be presented in the analysis. 
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Concept Patterns Gaps 

Benefits of International 
market development 

• Easiness and speed 
of implementation 

  

Economies of scale • Not applicable as 
main motivation. 

  

  • Offset by marketing 
investments 

Spreading costs, to increase 
margin (company 2). 

First and early mover 
advantages 

• Studying the market 
potential and 
customers. 

  

  • Studies not only 
online market, but 
also existing fashion 
industry and e-
commerce in 
general.  

  

Product life cycle 
Theory 

• Same concept 
(expand when 
decline stage is 
reached) not 
applicable as 
motivation. 

  

  • Motivated by 
market reach. 

• Expansion early in 
home market 
growth line. 

  

Managing Risks, 
Competition and 
Spillover effects 

• Not to spread risks. 
• Spill over effects= 

deals more with 
synergy effects then 
knowledge creating. 

• Motivation rather to 
set base for larger 
absolute growth. 

• Not studying only 
online competitors. 

  

 Network theory • Internal networks 
guide expansion. 

• External 
partnerships does 
not solely affect. 

company 2 (country selection 
not driven by any network 
forces) 
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• Market potential the 
predominant factor. 

 Uppsala model • Low physical and 
cultural distance 
countries first. 

• Already have 
knowledge of these 
markets. 

• Learning after early 
expansions. Then 
more intense 
expansion further 
away from  
Scandinavia. 

  

 Uppsala model revisited • International 
expansion, not as a 
mean to strengthen 
network ties. 

• Network rather 
facilitate decisions 
already taken on 
country selection. 

  

   

 

Table 2: Pattern matching table 

 5.2 Driving forces behind internationalization 
From the empirical findings of the fashion e-tailers interviewed, all agree on the fact 

that international market development is easier and faster as compared to other forms of 

growth. These findings are coherent to what Dholakia et al. (2002) argued concerning 

the easiness of opening up to more markets as a motivation for international expansion 

of e-commerce companies. Bakos (2001) argued that the intermediary companies are 

reshaping the e-tailers landscape and gives birth to new intermediary companies 

facilitating for example an international expansion. Company 2 in the interviews held 

proves this by stating that they have a CMS tool developed by new market solutions, 

pre installed in their web platform in order to easy launch in a new country. This tool 
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helps with site translations, in order to offer the same product but in another language, 

but also helps with marketing in new countries. Based on the empirical findings, 

marketing costs have proven to be the far most relevant transaction cost and most 

important barrier to international expansion. The other companies interviewed also 

implicitly agree to this and mention that logistics solutions, pricing solutions as well as 

”other technical solutions” facilitate an easy and fast growth expansion to another 

country. Compared to e.g. an introduction of a new product as the growth strategy, an 

international expansion is attractive as it in fact is a whole lot less work. Company 1 and 

2 interviewed have at later stages in their business undergone other forms of growth to 

increase their market share (opening physical stores and launching new assortment) but 

they all together agree that the easiness and speed of implementation of growth is more 

profound in international expansion, since technology and market solutions are easy 

accessible in their business environment. Therefore international expansion has been/is 

attractive. Something that earlier studies of e-commerce growth also argued (Dholakia 

et al., 2002; Bakos, 2001). 

Economies of scale benefits, as explained by Levitt (1983), defined by Hussain (2010) 

and the motivational benefits of offering lower prices discussed by McDowell (2009) 

applicability as a motivation for international expansion seems not to be found in my 

sample. The interviewees have in all cases been fully aware of the theory of the benefits 

of economies of scale as well as using this as a tool to lower prices in order to be 

competitive. In all cases, the benefits of economies of scale, does not purely work as a 

motivation for them for international expansion. Costs can be spread among storage, 

people, logistics and so on, but the patterns in the respondents answers seems to be that 

the marketing efforts needed to be successful in a new country are very large, so the 

economies of scale benefits are offset. Company 2 was the closest to acknowledge these 

benefits being a motivation, by stating that in theory the economies of scale benefits are 

motivational for them as they can afford higher margins. What differs company 2 from 

the others is that they actually manufacture what they sell in their web shop, meaning 

that scale economies in theory would probably work as a main motivation but it is not 

found as a main motivation. Hence, this is coherent with the thoughts of Madsen and 

Servais (1997) in which they argue that high international growth firms in the high tech 

industries are not motivated by benefits of economies of scale, but rather the motivation 

for these firms is to set a base in many countries in which they step by step can develop 
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business in. The patterns in the respondents answers is that the economical benefits may 

in theory serve as a side effect of the internationalization, but is not one of the main 

motivations by expanding to other countries. This is something that is found in the born 

global research as well, in which e-tailers have a lot in common with, with regards to 

their high speed of internationalization and high tech environment. The respondents 

suggests that there exists synergy effects with expanding to more countries in the sense 

of using the same product but in a larger market, something that agrees with the 

research regarding born globals from McDougall et al. (1994). 

First and early mover advantages were topics discussed both in the theoretical 

framework and in the later data collection. The theory suggests that firms, by being first 

and/or early movers to a market, enjoy monopolistic/oligopolistic benefits (Makadok, 

1998; Kerin, Varadarajan, & Peterson, 1992). The interviews seeked to understand if 

these benefits are something that fashion e-tailers seek as well. As with economies of 

scale, the first mover advantages do not seem to exist in the fashion e-tailing industry. 

Patterns in their answers suggest that first mover advantages in the online fashion 

industry is not present anymore. Although as the case with Amazon mentioned in the 

theoretical framework (Mellahi & Johnson, 2000) it seems as consumer focused first 

mover advantages are something they look for. Patterns in their answers suggest that 

they focus a lot on customer service and marketing in the beginning of a new launched 

market to get and keep loyal customers (as the industries switching costs are relatively 

low). But the traditional first mover advantages in an economical sense do not seem to 

be a main motivation for international expansion within the fashion e-tailing industry.  

It has been clear from the interviews that they see not only the online market as their 

"playground" but the fashion market in general. Less time to innovate new solutions as 

explained by Kumar and Subramaniam (1997) are present in the findings of the data 

collection and by that they rather study the existing market in the country they are 

interested in. They do this by looking at the market potential in this country and try to 

quantify their potential customers. The most common tools to do this are by looking at 

the fashion industry in general, culture of the market, e-commerce development in 

general as well as number of enquiries in e.g. Google, matching their business. A 

conclusion that can be drawn from this is that they do not seek first mover advantages 

per se as the industry does not allow it. They rather try to capitalize on the potential the 

markets bring by looking at the popularity of the fashion industry and e-commerce 
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business in general in the particular country. By doing that the motivation is rather to 

monetize on the potential fashion customers in this country. In this sense they can be 

seen as late movers in an established market. If market potential exists together with an 

already proven record of e-commerce in the country, they try to capitalize on this from 

their area of expertize; Online. This is shown in their answers as all the respondents like 

to speak about hitting the launch button to a new country and by that set a base for huge 

market potential (customers) outside Scandinavia.  

The product life cycle theory suggested that when the home market reaches a certain 

stage (decline stage) a company will offset this growth barrier by starting to look into 

other countries in which could be ready for the firms product (Vernon, 1966; Lusch et 

al., 2011; Chandrasekar, 2010; Stopford & Henley, 1991). As market development is 

taking an existing product to another market, it was interesting to see how e-tailers use 

this as a motivation for growth, especially since it is profound in the physical retailing 

industry (Lusch et al., 2011) and is a high-cited subject in international business studies. 

All the respondents explains that even though they are among the market leaders in their 

sector, they have not expanded to other countries as an effect of declining growth 

possibilities in their home markets, as recorded in other industries. The motivation has 

rather been to reach a larger market where they think the same concept would work 

based on what has earlier been mentioned regarding e-commerce development and the 

fashion industry. The respondents all together say that they still invest and see great 

further growth possibilities in their home market and this is something they invest in. As 

they believe in their product and further growth possibilities in the home market, they 

expanded to other countries to be ready to capture the potential there and grow these 

markets as well. In some cases (company 2 and 3) at an equal extent, in the case of 

company 1, even more investments in the home market are pursued upon than in the 

abroad markets. International expansion is not pursued as an effect of declining growth 

possibilities in the life cycle, but it happens early on in the growth stages. The practical 

implication of this is that internationalizing fashion e-tailers share many components 

from the theory of born globals. Their motivation for international expansion (grabbing 

a large market share and potential quickly) is close to born globals. The difference is 

that they do not, to an equal extent as born globals, see every market/country as their 

playground but rather speak about growing their home markets and also withdraw from 

markets not working. In that sense they are sharing the motivation as born globals, but 
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this can also be from the business environment they exist in, with easy access to 

internationalization and firm growth, rather than seeing the whole world as their main 

market. McDougall et al (1994) in a sense rejected the economies of scale and product 

life cycle theories applicability on the born global scene. The conclusion to be drawn 

here is not to reject the Product life cycle theory, but rather adjust some of its 

components when applying it to the fashion online industry. The interviewees clearly 

stated that they pursued upon international expansion in order to set a base for future 

potential in markets they believed in. As an effect I propose that international expansion 

for fashion e-tailers happen at the growth stage of the firm as a strategy to increase 

business opportunities and total profitability for the firm and not in the decline stage as 

the originial product life cycle theory suggests for other types of firms. For example 

company 3 mentioned that what they analyze when pursuing on international expansion 

is the contribution to the total profitability of the firm derived from a new country. All 

the firms interviewed are mainly interested in the potential in the market reach and then 

grow this reach in the markets they believe in by expanding business there. 

Motivation for international expansion as a way to diversify the business portfolio and 

spread risks is not present in the findings. The interviewees all explain the same that the 

motivation is, as earlier stated, more to reach a larger crowd of customers outside 

Scandinavia and to increase the total market share and profitability of the company. The 

spillover effect, in this case, is rather to capture synergy effects of using same kind of 

resources for a larger crowd of customers. This is also related to the born globals 

research concerning synergy captures of combining resources from one market and use 

them in others (McDougall, 1994; Madsen & Servais, 1997). The patterns from the 

respondents answers furthermore says that they do not study and follow direct online 

competitors to new countries, but study the fashion market as a whole (also physical 

market) in a new country and are motivated to make an expansion if the customer 

potential is big enough according to their corporate standards and resources needed. 

  5.2.1 Summary: Driving forces behind internationalization 

Compared to other growth strategies, international expansion is easier and less time 

consuming to implement. Instead of economies of scale motivations, the motivation is 

to set a base in many countries in which have a large market potential and reach. Scale 

economies are offset by the marketing investments needed. As in contradiction to the 
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Product life cycle theory which suggests that international expansion is triggered by 

declining growth possibilities in the home market, the fashion e-tailers share more in 

common with the born global research and expand early on in their product life cycle 

theory (growth stage). This in order to set a base for their product and have the potential 

to reach as many customers looking for their offering as possible and thereby grow their 

business. Instead of capturing first an early mover advantages, they want to be present 

in the market where fashion in general and e-commerce has proven to be successful and 

where there is potential to reach more people in order to grow the company as a whole. 

 5.3 Driving forces behind country selection 
As both earlier research and more contemporary research regarding internationalization 

have focused on the impact of network, it was very interesting to explore this within the 

fashion e-tailing scene. The network theory suggests that an expansion to another 

country is to a big extent influenced by the firms network and especially the formal 

network for SME’s (e.g. Johanson & Mattsson, 1988; Coviello & Munro, 1997). Eklind 

and Ljungstedt (2013) suggested a further research on the networks application on the 

fashion industry as they found its importance within Swedish fashion industries when 

internationalizing. 

The questions and answers from the empirical findings dealt with the role of formal 

relationships and not personal relationships. As earlier pointed out formal relationships 

were proven to be of importance in SME’s internationalization process (Coviello & 

Munro, 1997). A clear pattern for all of the interviewees is that especially 2 major 

network forces were discussed with the respondents. The internal network in terms of 

investors and equity holders and external partnerships such as logistics  and payment 

solutions partners. The internal forces, in terms of the parental company’s contractual 

deals, have had an impact for company 1 when selecting country to go to. In this case it 

is mainly for the convenience of using pre-existing deals with partners in which the 

parental company already has established. Company 2 on the other hand had no 

significant impact of the internal network in terms of equity holders. This might be 

because they are a smaller company and their operations are in fact already owner lead. 

Company 3 discussed the equity holders and owners of the company but stated out that 

they did not have a direct impact on the countries they go to. What all companies agree 

upon is that they prefer to use existing deals with the formal and external network that 
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they have, e.g. logistics partners when entering a new country. But if these partners are 

not present in the country of evaluation, they will still find other partners as the ”next 

best option” to carry out the service. Another major network partner in e-commerce are 

payment solution partners, in which the respondents say that they adapt to the country, 

since it differs from country to country and that this lies out of their control. I.e. external 

network partners such as logistics partners in neither case have a predominant role in 

terms of country selection. If they already have business in the new country of interest, 

then they will be preferred in terms of being ”picked” in the new country as a partner, 

but their significance in the actual country selection is not of importance. This finding 

was rather surprising to me as I in the beginning leaned towards believing that they had 

a more significant role in country selection as it by nature would be easy implementable 

to follow major partners to other countries and especially logistics partners as they have 

a large economic significance in their business environment. But the findings show 

what Dholakia et al. (2002) say regarding the easiness of finding intermediary 

companies in the e-commerce industry, i.e. the supply of solution partners is easy to 

find. Something that is found as a pattern in the respondents answers; they prefer to pick 

a partner they already have deals with, but if not applicable, they will find someone 

else.  It is found that within country selection, the amount of potential customers guides 

selection. if they find a potential in a market and have resources to grasp this potential, 

they will expand there. Also here the findings suggests that fashion e-tailers are not 

”afraid” of entering new deals in other countries and by doing so actually build up many 

”weaker” network ties in the countries they have business in. This is something that is 

also found in born globals research (Sharma & Blomstermo, 2003). Sharma and 

Blomstermo (2003) suggested that through resource commitments they then try to 

strengthen this relationship. This is also one of the findings when the respondents stress 

that  they try to ”use pre-existing deals with partners” when entering new countries. But 

not to forget: It is not a driving force, but a facilitator when already decided upon a 

country which is far most influenced by the market potential in the country expanded to. 

If the key ingredients in the original Uppsala model would be proved to be applicable to 

the fashion e-tailing industry, my findings would have suggested that the companies 

expand gradually to countries physical and culturally close to the home market, learn 

from these expansions and then to a greater extent invest in international expansions to 

countries ”further away” (Johanson & Vahlne, 1977). Looking at the countries that the 
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companies in my sample have expanded to they have all done so by first moving their 

business to the countries surrounding them in Scandinavia and after this moved on to 

other countries. Company 1 opened up in Sweden, Denmark, Norway, Finland and then 

whole of Europe. Company 2 did the same with first expanding within Scandinavia and 

later implementing a tool to support expansion to 10 other countries. Company 3 

covered Scandinavia and then moved business to the US, UK, Ireland, Netherlands and 

Spain. It is evident in the patterns of their answers that they expanded to the 

Scandinavian countries first as they are in fact cultural and physical close to their home 

market. They know the markets already and the expansions there are easy to launch. 

Another ingredient logically explaining this is the fact that they offer mostly 

Scandinavian fashion and Scandinavian brands in their web shop. These brands are 

relatively more popular (similar) in Scandinavia than in other countries, hence have 

relatively more market share. An exception can be company 3 interviewed. They launch 

the same product and concept in all countries but upgrade their assortment in each 

country depending on the fashion brands and boutiques that are popular in these 

countries. Even though they do this, they still covered Scandinavia first and later moved 

on to other countries. As the fact that the companies evidentially expanded to countries 

at a greater speed after covering Scandinavia, lies the questions if they have done so 

through the learning of the early expansions and if they feel more secure in their 

internationalization process? The patterns in their answers suggest a ”yes” to this 

question. All companies say that they have high respect for the marketing investments 

and customer service resources needed when entering a new market, which has made 

them more secure when anticipating their launches in new countries. Company 1 

mentioned that with the launch of their ”.eu site” they in theory could reach hundreds of 

millions more customers, which he also clarifies is not the case in practice. Company 2 

suggested the same and have from the early expansions implemented a tool in their web 

platform for facilitating marketing investments and have after that at a quicker extent 

expanded to more countries. Company 3 also mention the importance of marketing 

investments and that they after early expansions learned that this cost is so high, which 

in some markets led them to the decision to close down these markets. All in all and as 

earlier stated by e.g. Eklind and Ljungstedt (2013) for internationalization within the 

fashion industry, the Uppsala model seems to be also applicable for Scandinavian 

fashion e-tailers. Recent research from Safari (2014) discusses the effects of psychic 
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distance for consumers when purchasing from foreign e-tailers. He concludes that 

”Retailers cannot do anything about consumers’ perception of their country of location, 

so reducing the effect of psychic distance is not up to them”(Safari, 2014). This might 

explain why fashion e-tailers in Scandinavia also choose countries culturally close to 

them. Another explanation is that the fashion brands in both physical and culturally 

close markets are more popular and sell better in countries close to them, then a further 

away country. As the thesis dealt with market development (bringing the same product/s 

to more markets) it seems natural to go to close markets who shares the culture and 

trends as in the home market. The Uppsala model revisited by Johanson and Vahlne 

(2009) suggested that internationalization takes place within a network and that the 

country selection is dependent on the networks level of internationalization. This is on 

the other hand less important according to the findings. The firms does not wish to 

engage in international expansion as a result of its current network position, but rather 

uses its network to reach their own business goal, rather than strengthening a certain 

position within a business network. The findings also suggests that the companies build 

up/are willing to build up more weaker ties with foreign companies, which they rely on 

for business in a particular country, for example logistics partners. Liability of 

outsidership within a network according to Johansson and Vahlne (2009) with less 

access to resources and knowledge necessary for internationalization seems to not be 

something that is worrying the fashion e-tailers. This is shown in the patterns of their 

answers that they can be very flexible and build up other/new business networks needed 

for the country that is already of interest. This is surprising in the sense that the industry 

is very competitive with many actors fighting for the same customers, thus resources 

and knowledge gained within a network can be something essential for a successful 

international expansion. Based on the findings, it is rather the case that the fashion e-

tailers, by using existing resources, expand to countries with high potential and gain 

their own knowledge from this expansion and experience. 

  5.3.1 Summary: Driving forces behind country selection 

The driving forces behind country selection has proven not to be especially influenced 

by the business network, as for example logistics partners are rather easy exchangeable. 

Current network rather facilitate the move to countries already decided upon by the firm 

when looking at the potential reach for their products in new countries. The driving 
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force from the traditional literature found a clear relation to the Uppsala model, in 

which the companies expand firstly to countries physically and culturally close to the 

home market, they learn from these early expansions and can more confident approach 

more markets further away in which they believe have the potential. They are far most 

driven by the potential a particular market has, specified by the quantity of potential 

customers. This is driven by the fashion interest in general in the country along with the 

fashion industry in general. 

6. Conclusion 
The thesis purpose was to understand why and how Scandinavian fashion e-tailers 

internationalize. This was done by investigating earlier traditional internationalization 

researches impact on this industry. Two forces have been used to explain the research 

purpose; driving forces behind internationalization as well as driving forces behind 

country selection. The conclusions that have been drawn from the theoretical framework 

and the empirical findings are the following: 

Driving forces behind internationalization 

1. Relative easiness: Launching a new country is relative easy as compared to other 

means of growth. 

2. Speed of implementation: It is faster to launch a new country then e.g. introducing a 

whole new product line or another form of firm growth. 

3. Presence in an established market: Enjoy and capitalize on markets already known 

for having a big fashion and e-commerce scene.  

4. Market reach: With easy means, reaching more potential customers, which bring us 

to point 5. 

5. Set a base for absolute growth: Early on in the home markets growth, set a base for 

absolute firm growth opportunities by having the possibility to serve a lot more 

customers in other countries. 

Driving forces behind country selection: 

1. Physically and culturally close markets: They go to close and similar countries at 

first, and then broaden their sight in accordance to point 2. 



 

 

55 

2. Market potential: The quantity of potential buyers is estimated and country selection 

is based upon this quantity. This is coherent with point 3. 

3. Proven record: They go to countries, which have proven to work within the fashion 

industry and have a strong e-commerce development. 

Implication for theory: 

What has also been concluded is that motivation for internationalization such as 

economies of scale, first mover advantages and risk management are not driving factors 

of internationalization. Adapting the international product life cycle by moving 

expansion from the decline stage to the growth stage in the home market is also 

necessary for this industry.  

Formal business networks facilitate and help expansions, but are not driving forces 

behind country selection. The original Uppsala model is very intact in this industry 

when it comes to country selection, as they begin with physically and culturally close 

markets when expanding their business internationally. These markets are known for 

the fashion e-tailers and since they are similar to the home market they know customer 

preferences. The industry has many of the elements of born global research, but there is 

a contradiction that the Uppsala model would have so much influence over the country 

selection if the companies in fact are born globals. This can be explained by the main 

take away point of this section, which is that fashion e-tailers share the motivational 

forces and reasoning behind internationalization as born globals, due to the relative 

easiness of expanding internationally. However due to the nature of their business such 

as marketing investments needed to be profitable and growing within a particular 

country, they can not afford to see the whole world as their market. Therefore they must 

first aim for particular markets with similar preferences as the home market.  

7. Discussion 
With the chosen method of conducting an inductive and qualitative research, I was able 

to reach my thesis purpose of explaining the driving forces behind internationalization 

and country selection and explore gaps of traditional theories regarding 

internationalization to the fashion e-tailer industry. A drawback of my method chosen is 

that the sample used is rather small, so a statistical generalization to fashion e-tailing 
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firms of all sizes is limited. Triangulation of data is another issue, due to I only 

interviewed one person per company. However as the aim and purpose with my thesis 

was to understand the reasoning managers have when internationalizing I addressed 

triangulation by interviewing three different managers within this niched industry. As a 

homogenous sampling allows for interviewing a smaller amount of sub groups that 

share similarities (in my case top management), my findings are therefore generalizable 

to managerial reasoning for Scandinavian fashion e-tailers, which engages in 

international expansion. The companies interviewed are rather established and big, seen 

from a relative revenue perspective, so the findings should not be generalizable to all 

forms and solutions of fashion online, such as shopping platforms or smaller 

companies/start ups. Although I personally have a lot of connections in the industry, 

finding time for the respondents to have an interview was a lot harder than anticipated. 

The time needed to get a member of a management team to take part in an interview 

should never be underestimated. It was important for my research purpose to have 

answers from the management team, so I am satisfied that three of the top fashion e-

tailers management in Scandinavia agreed to interviews as I indeed reached the purpose 

of the thesis. 

With regards to my findings, several things have been brought to my attention aside of 

my thesis purpose that can be interesting for future studies. One is the business 

environment of an e-tailer. As already pointed out, it was rather surprising for me that 

business partners do not affect the country selection for the companies in my sample. 

But they all acknowledge that they prefer extending business with e.g. logistics partners 

to other countries, if applicable. Therefore it would be of interest to see how these 

intermediary companies such as logistics companies, payment solution companies, e-

commerce platforms internationalization patterns are controlled by their primary 

customers; web shops. The thesis did not deal with how fashion e-tailers practically 

estimated market size, but stated it had a huge impact on the countries they go to. Future 

research can be to see how/which tools they use to estimate market potential. It would 

be of interest to study patterns of internationalization of companies belonging to the 

same investor group. In fact, many of Europe’s largest fashion e-tailers share the same 

major investors. It would be of interest to see if there is a correlation of country 

selection/internationalization strategy among these companies and see how much 

impact investors have in country selection but also speed of international growth. 
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Another very interesting topic is to research how dependant e-commerce industries in 

general are of the organic traffic channels and how they optimize these channels. All 

companies in my sample say that marketing investments offsets growth possibilities in 

many countries and that they are highly dependant on especially Google as a traffic 

source. In many ways fashion e-tailers as pointed out in this thesis share characteristics 

of born global firms, but countries are not the same and it takes a huge effort to be seen 

at the top of the Google results (get customers) as all countries are different. It would 

therefore be of interest to see how companies can optimize their traffic sources in a 

standardized way to acquire customers from around the globe. This is something that 

company 2 in my empirical findings already has a tool for, with a built in CMS tool that 

enables them to enjoy search engine marketing results right from the launch. 

Managers in the fashion e-tailing business can use the findings of this thesis to 

understand the choices within the industry’s internationalization reasoning such as 

utilizing their resources for fast growth through internationalization, beginning with 

close countries. But also knowledge of common barriers and focus points needed when 

entering a new country have been brought to light in this thesis. Most important to point 

out is not to underestimate marketing investments in new countries, solid customer 

service and not only looking at the markets potential but also studying the fashion scene 

and e-commerce development in general in the country of evaluation. 
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9. Appendix 

9.1 Table 1: Operationalization table 
Concept Theoretical 

reference 

Questions 

International 

market 

development 

Ansoff (1957) 

Martin, 

Swaminathan, 

& Mitchell 

(1998) 

In order to grow an e-commerce business, 

there are numerous ways such as expanding 

assortment, target new segments, upgrade 

products, decrease price etc. 

Which advantages compared to other forms of 

growth do you see in expanding to other 

countries with the same concept/product? 

Economies of scale  

 

Levitt (1983) 

(McDowell et 

al., 2009) 

It has been a well researched area that big 

companies, often in the production industry 

expand their business to other countries in 

order to spread their fixed costs, lower their 

average costs and eventually lower the price 

as to stay competitive. 

How does this reasoning relate to your 

motivation when expanding internationally?  

First and early 

mover advantages 

Makadok 

(1998) 

Stopford & 

Henley (1991) 

Do you generally aim to be the first ones in a 

new market, early ones or the last ones among 

your competition? 

- Why? 

 Home market 

constraint and 

foreign 

opportunities 

Kerin, 

Varadarajan & 

Peterson 

(1992) 

How can a decreasing growth potential in 

your home market set off a foreign 

expansion? 

 Managing Risks, 

Competition and 

 Hirsch & Lev Although there are different risks involved 

with expanding to other countries, in what 
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Spillover effects (1971) extent do you use international expansion as a 

mean to actually stabilize business risks? 

Managing Risks, 

Competition and 

Spillover effects 

Zahra, Ireland, 

& Hitt (2000) 

In many industries, potential spillover effects 

by expanding to a new country exist in 

different ways such as technology gains and 

know how. Is this something you have gained 

or is it something that you seek with 

international expansion? 

 Network theory Johanson & 

Mattsson 

(1988) 

Has existing valuable contacts/partners 

affected which market you expand/increase 

efforts to? Especially formal business 

partners. 

 Uppsala model Johanson & 

Vahlne (1977) 

Note: Usage of secondary data by looking at 

countries they expanded to in a chronological 

order.  

Question: Has the early expansions you’ve 

done, made you more secure in your approach 

to expand to other countries? 

 Uppsala model 

revisited 

Johanson & 

Vahlne (2009) 

Have you expanded to a particular country as 

a result of your partner’s involvement in this 

country? I.e. do your partner’s international 

activities indirectly affect your country 

selection? 

 


