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Abstract

Abstract

Exporting is one of the main ways in which organizations internationalize. With the
more turbulent, heterogeneous, sophisticated and less familiar export environment, the
organizational learning ability of the exporting organization may become its only
source of sustainable competitive advantage. However, achieving a competitive level of
learning is not easy. Companies must be able to find ways to improve their learning
capability by enhancing the different aspects of the learning process. One of these is
export memory. Building from an export information processing framework this
research work examines export memory empirical. It particularly focuses on the quality
of export memory, its determinants, its subsequent use in decision-making, and its
ultimate relationship with export performance. This research has pioneered in the
conceptualization and measurement of export memory quality and export memory use
constructs. Within export memory use, four export memory use dimensions have been
discovered: instrumental, conceptual, legitimizing, and manipulating. Results from the
qualitative study based on the data from a mail survey with 354 responses reveal that
the development of export memory quality is positively related with quality of export
information acquisition, the quality of export information interpretation, export
coordination, and integration of the information into the organizational system. Several
company and environmental factors have also been examined in terms of their
relationship with export memory use. The two factors found to be significantly related
to the extent of export memory use are acquisition of export information quality and
export memory quality. Lastly, the relationship between export memory quality and
export performance has been found to be mediated by the extent of export memory use.
The results reveal that export memory quality is positively related to the extent of
export memory use which in turn was found to be positively related to export
performance. Furthermore, results of the study show that there is only one aspect of
export memory use that significantly affects export performance — the extent of export
memory use. This finding could mean that there is no particular type of export memory
use favored since the choice of the type of use is situation specific. Additional results
reveal that environmental turbulence and export memory overload have moderating
effects on the relationship between export memory use and export performance.

Keywords: export marketing, organisational learning
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“Mastery of the complete learning process is rare. Most firms suffer disabilities at one
or more stages of the process. Their inquiries may be constipated, their mental models
myopic, the circulation of information constricted, or the collective memory afflicted
by amnesia. The cost of these disabilities is high and mounting rapidly in markets
experiencing accelerating rates of change. Yet organizations can develop better ways to
learn about their markets, by understanding each step in their learning process,
critically assessing their learning competency, and then correcting the learning
disabilities.”

George S. Day, “Continuous Learning about Markets”, 1994 p. 3.

1.1. Background

1.1.1. Significance of Exporting

Exporting is a key feature of the 21% century global economy. It is an economic
activity, dominated by marketing-based commerce (Morgan et al. 2003), accounting for
over $ 5 trillion of the value of world trade (World Bank 2001; Morgan et al. 2003) and
10% of global economic activity (International Monetary Fund 2001; Morgan et al.
2003).

International marketing is becoming increasingly important for companies from all
economies, regardless of size, as a mode of delivering commodities to consumers
worldwide (Leonidou 1995). Contemporary global business conditions favor exporting
in achieving business success (Katsikeas 1994; Diamantopoulos et al. 2003) with the
concurrent increase in the number of internationalized enterprises (Knight and Liesch

2002).

Exporting remains one of the most common ways by which organizations interact on an
international scale (Katsikeas 1994; Yeoh 2000). It is generally the initial phase of

international involvement (Hansen 1994; Diamantopoulos et al. 2003) through which
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companies further internationalize (Johanson and Wiedersheim-Paul 1975). In entering
the foreign market, these organizations reciprocally counter and monitor their growing
foreign competitors, enlarge their market base, and augment profitability (Burpitt and
Rondinelli 1998).

The movement of companies worldwide to internationalize is not merely an option to
profit from the international conditions created by the synergy of international market
globalization, declining trade barriers and increasing competition with foreign
exporters. Exporting may also be seen as a response to the challenges for business
survival in a morphing international market climate adverse to companies confined to
serving their domestic market (Craig and Douglas 1996). This means that companies
are compelled to internationalize when foreign factors (i.e., regulatory changes, trade
agreements and foreign competition for domestic customers) alter the domestic

business atmosphere (Katsikeas and Piercy 1993).

1.1.2. Importance of Export Learning and Export Memory

Despite the advantages that exporting can provide, it can be halted by factors internal
and external to companies. By getting involved in exporting, an organization exposes
itself to higher risks due to reduced knowledge and familiarity with the market abroad,
and export markets’ heterogeneity, sophistication or turbulence (Cavusgil 1984,
Leonidou and Adams-Florou 1999; Leonidou and Katsikeas 1997). While opportunities
for growth through exporting exist (Hansen et al. 1994), Yeoh (2004) warns that the
probability for business collapse is also high, especially for newly created

internationalizing companies.

The complexity of the international market (Raven et al. 1994), accounts for the main
external barrier to exporting. The volatility of the global business arena means that

what worked before may cease to be relevant today.

In this context, exporters’ sustainable competitive advantages may lic in their ability to
learn (cf., Shaw et al. 1992; White et al. 2003). The importance of export learning is
highlighted by the fact that “competitive competence rests in a major way on a firm’s

level of export related skill, the learning that takes place and the knowledge that flows
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from it” (Seringhaus 1988, p.100). In fact, continuous learning in a dynamic and
competitive environment such as seen in the export market is crucial (cf., Schein 1990;
Nonaka 1991; Day 1992; Garvin 1993) and becomes a true sustainable competitive
resource when that learning ability is rare, valuable, and difficult to imitate and
substitute (Wemerfelt 1984; Bamney 1986; Barmey 1991; Mahoney and Pandian 1992;
Grant 1996; Decarolis et al. 1999). Thus, for exporting organizations to make learning
their sustainable competitive advantage, they should enhance their export learning
process (cf., Moorman and Miner 1997), making sure that they learn faster than the rate
of environmental change (DeGeus 1988; Senge 1990; Day 1991). Along with the
ability to learn, exporting companies must also exercise their ability to unlearn what has
been learned in the past and which may have become obsolete (cf., Piaget 1968;

Olofsson et al. 1973; Hedberg 1974, 1981).

At the heart of export learning (and unlearning) is export memory (cf., Simon 1957,
Cyert and March 1963; Piaget 1968; Huber 1991; Moorman and Miner 1997; Akgun et
al. 2003). Export memory, a kind of organizational memory, can be defined as export
market information that has been stored in the organization in the form of assumptions
and beliefs, export culture (i.e., language, shared frameworks, stories, grapevine),
written documents, files and databases, know-how and skills, formal and informal
relationships with export personnel and business partners, physical structure, and
intuition that all personnel may have about the export business that could be brought to
bear on present export-specific decisions (cf., Huber 1990; Walsh and Ungson 1991).
Organizational memory influences the way organizations make decisions (Grant 1996;
Kyriakopoulos and De Ruyter 2004) and the way they choose which area to focus their
attention on (cf., Bardin and Majer 1983; Day 1991; Choo 2001).

Research has shown both the positive and negative influences organizational memory
can have on organizational performance (Hedberg 1981; Day 1994; Moorman and
Miner 1997; Kyriakopoulos and de Ruyter 2004). Moorman and Miner (1997) have
argued that a deep understanding of, and an ability to manage, organizational memory
will enable organizations to make use of the full value of organizational leamning.
Furthermore, organizational memory also confers competitive advantage to an

organization (Wexler 2002). As Day (1991, p. 8) notes:
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“Organizations without practical mechanisms to ‘remember’ what worked and why

have to repeat their failures and rediscover their success formulas over and over again.
Memory mechanisms are needed to ensure that useful lessons are captured, conserved,

and can be readily retrieved when needed.”

In contrast, organizational memory is detrimental to a company’s performance if its use
leads to the formation of competency traps (Cooper and Schendel 1976; Zucker 1977;
Hedberg 1980; Daft and Weick 1984; Nystrom and Starbuck 1984; Herriott et al. 1985;
Levitt and March 1988; Lawler and Galbraith 1994; Sinkula 1994) and induces
companies to have “false sense of security with its current routines rather than
experiment with superior procedures” (Sinkula 1994, p. 24). Competency traps arise
when “favorable performance with an inferior procedure leads an organization to
accumulate more experience with it, thus keeping experience with a superior procedure
inadequate to make it rewarding to use” (Levitt and March 1988, p. 322). Furthermore,
maladaptive specialization occurs with these traps especially when an organization is
undergoing rapid learning (Herriot et al. 1985). False security has been associated with
organizational memory when organizations stick to their successful routines that make
an organization “too historically driven” leading to “selective attention to information

which confirms past historical pattern” (Sinkula 1994, p. 42).

Organizations become blind to the peculiar merits of their own experience (Levitt and
March 1988; Dixon 1992). This leads to rigid adherence to past successful routines
(Hedberg 1980) that taints the interpretation of new market information (Nystrom and
Starbuck 1984). As Sinkula (2002, p. 266) would put it, “[rJoutines that have been
successful in the past are quick to inhabit organizational memory and narrow an
organization’s vision.” Such an attitude may render a company myopic in its vision.
This would be dangerous in cases where export markets and the structures of
competition have already evolved as “new insights fail to gain acceptance because they
conflict with deeply held internal images that limit the individual to familiar ways of

thinking and acting” (Cathon 2000, p. 7).

It is therefore crucial to develop a profound understanding of the nature of export
memory in order for managers to be in a better position to use this potent resource (cf,,
Grant 1996) in the most effective and efficient way, and thus achieve a level of learning
that sets them above their competitors (Stata 1989). In particular, the study on export

memory quality would be very useful since an export memory that 1S erroneous,
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unfounded, or unclear is prone to mislead the organization and impede learning (Day
1991). In case export memory is used, the quality of that export memory could
influence the outcome. Using outdated export information in highly turbulent exporting
environments (Ottesen and Grenhaug 2004) may seriously damage an organization’s

prospect for success (cf., Kohli and Jaworski 1990)

Weick (1979, p. 206) has emphasized the importance of memory quality and has argued
that organizations must accept and live with their memories because memory is an

important co-producer of the personality of the firm:

“If an organization is to learn anything then the distribution of its memory, the
accuracy of that memory, and the conditions under which that memory is treated as a
constraint become crucial characteristics of organizing. If knowledge is packaged in

the mind of one individual presumably the organization will unfold in a different
manner than if the memory is housed in a set of committees, with different interests.
Furthermore, the organizations usage of its retained interpretations will also be affected

by whether that memory is placed in files, rule books, or on computers and how much

of that information that organization admits to.”

An integral part of the study on export memory quality is the search for its determinants
and possible moderating variables. Such knowledge would enable organizations to be

proactive in developing export memory quality.

Export information studies show that export information possession is only indirectly
related to export performance through export information use (Souchon and
Diamantopoulos 1997; Diamantopoulos and Souchon 1999; Souchon and Durden
2003). As a result, a study on the nature and effect of export memory quality would not
be complete without taking into consideration the different ways in which export

memory is used and the impact this use has on export performance.

There are factors that are likely to intervene in the relationship between export memory
use and its influence on export performance. For example, moderating factors are likely
to include the turbulence of foreign market environments (Raven et al. 1994; Leonidou
1995). These foreign market environments could radically differ from those found in
domestic markets (Leonidou 1995). Rate of change in some environments (e.g.,
exchange rate fluctuations, technological revolutions) may be so immediate that even
working with organizational memory could not aid an industry to adjust (Anderson and

Tushman 1990; Moorman and Miner 1998; Branch 2000). The results of these changes
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could be unpredictable as the foreign market behaves in ways not observed in domestic
markets (Czinkota and Ronkainen 1995). The mode of adjustment in these conditions is
made even more difficult by the competition from other companies also aiming to

adjust (Branch 2000).

Another possible mediating factor is the overload of export memory itself in the same
manner that information overload may have an effect on the relationship between use
and company performance (Peters et al. 1984; Hann et al. 1992; Speier et al. 1999).
This investigation would test whether Speier et al.’s (1999, p. 338) findings that if
information overload occurs, then “it is likely that a reduction in decision quality will
occur”, would be applicable to export memory overload. This is an opportunity to find
out if the information processing requisite — time availability ratio paradigm for
information overload (Schick et al. 1990; Hann et al. 1992) would apply to export
memory overload. As information overload may have a distracting effect on the
organization (Glazer et al. 1992), this may also be true in the case of having an amount

of memory which is more than what the organization can handle.

The risks accruing from these internal, external and intervening factors necessitate time
for “domestic maturation” before internationalizing (Yeoh 2000 p. 36). They could also
be reduced by obtaining and using market information such as results from market
research or readily available export data (Douglas and Craig 1983). In sum, companies
tend to need prior experience related to exporting to enable them to learn how to
internationalize further. That said, the rate of learning must be higher for “born-global
firms” — companies that immediately internationalize upon their constitution (Chetty

and Campbell-Hunt 2004).

Studying more the role of export memory use in exporting would shed light on some
contentious issues. For example, some conceptual papers (e.g., Kotler 1966; Feldman
and March 1981; Goodman 1993) have warned of the possible detrimental effects of
symbolic information use. However, applying it to export memory, it may be possible
that symbolic use of export memory may not be completely detrimental to performance
(cf., Vyas and Souchon 2003). Furthermore, export memory may make decision-
making faster since lessons from the past, for example in the form of routines, help
facilitate choice of action (cf., Huber 1990). This is truly relevant in such an area as

export marketing where speed of decision is crucial (cf., McNaughton 2001).
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On a theoretical level, this inquiry would extend to export information processing and
export learning through a more in-depth understanding of the nature of export memory
and its accompanying nomological relationships. To a greater extent, this furthers
knowledge on the resource-based and knowledge-based views on organizations. In this
study, export memory is considered both as resource-based (cf., Barney 1991; Smith et
al. 1996) and knowledge-based (cf., Penrose 1959; Cohen and Levinthal 1990; Day
1994; Spender and Grant 1996; Eriksson et al. 1997; Stewart 1997; Barkema and
Vermeulen 1998; Imparato 1999; Autio et al. 2000; Davis and Harrisson 2001; Wexler
2002) assets of an organization that are geared for creating competitive advantages in
strategic management (cf., Porter 1985). In the resource-based view, competitive
advantages are made from resources that are “valuable, rare, inimitable and non-
substitutable” (Smith et al. 1996, p. 42). On the other hand, knowledge-based
perspective would consider the “intangible material — knowledge, information, data,
experiences, routines, structures, cultural apparatus and relationships — that can be put
to use by a collectivity to create wealth” (Wexler 2002, pp. 393-394). Export memory
could satisfy the characteristics of both frameworks of organizational assets for so long
as it would be clearly conceptualized (cf. Wexler), with scope that includes both
explicit and tacit knowledge (cf., Day 1994), where it could be used to explain
internationalization of firms (cf., Cohen and Levinthal 1990; Grant 1996; Spender and
Grant 1996; Eriksson et al. 1997; Barkema and Vermeulen 1998; Autio et al. 2000).

1.1.3. Identification of Research Gaps

As mentioned previously, export memory can be defined as export market information
that has been stored in the organization in the form of assumptions and beliefs, export
culture (i.e., language, shared frameworks, stories, grapevine), written documents, files
and databases, know-how and skills, formal and informal relationships with export
personnel and business partners, physical structure, and intuition that all personnel may
have about the export business that could be brought to bear on present export-specific
decisions (cf., Huber 1990; Walsh and Ungson 1991). More succinctly, export memory
pertains to export information and knowledge stored within the organization. As a

result of the link between export memory and export information/knowledge, a solid
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platform from which to examine export memory quality and use is the literature on

information processing (cf., Souchon et al. 2003).

The importance of information in business has been discussed for more than 100 years
when the first efforts were made to theorize on management and organizational
behavior (Laudon and Laudon 2000). Information has been considered in different
contexts, one of which is within the market information system. Within the marketing
information context, several trends of studies exist: the value of information within the
marketing context (e.g., Glazer 1991); the antecedents of market information processes
(e.g., Despande and Zaltman 1982; Kohli and Jaworski 1990; Moorman 1995); the link
between market information processing and organizational learning (e.g., Sinkula 1994;
Slater and Narver 1995), the factors that influence information/knowledge utilization in
firms (e.g., Menon and Varadarajan 1992; Moorman et al. 1992), the association
between market turbulence and information processing (e.g., Glazer et al. 1993), and
information acquisition and use considered within the context of export marketing (e.g.,
Diamantopoulos and Souchon 1996, 1997; Souchon and Diamantopoulos 1997; Yeoh
2000; Souchon and Durden 2002; Souchon et al. 2003; Diamantopoulos et al. 2003;
Vyas and Souchon 2003; Toften and Olsen 2003; Williams 2003).

As far as export marketing is concerned, export information has been touched upon or
alluded to within the framework of a vast research area that includes the following,
namely: export stimulation (e.g., Leonidou 1995), export barriers (Rabino 1980), the
export development process (e.g., Leonidou and Katsikeas 1996), the managerial, firm-
specific, and marketing strategy determinants of export performance (e.g., Aaby and
Slater 1989; Chetty and Hamilton 1993; Leonidou et al. 1998, 2002; Zou and Stan
1998; Katsikeas et al. 2000), export information system (e.g., Leonidou and
Theodosiou 2004), acquisition and use of export information (e.g., Diamantopoulos and
Souchon 1996, 1997; Souchon and Diamantopoulos 1997; Yeoh 2000; Toften and
Olsen 2003) and export information quality (Toften and Olsen 2004).

In fact, the study of export information started in the 1960s to determine the role of
export information in stimulating exports and in deciding on foreign market entry

strategies and on strategic marketing elements (Leonidou and Theodosiou 2004).
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With the well advanced study on export information, it is striking to note that export
memory has received so little attention. This research dearth is critical since
organizational (or export) memory is a prerequisite to organizational (or export)
learning (cf., Day 1994; 2002; Sinkula 2002). With today’s turbulent business
environment, export learning may be the only source of sustainable competitive
advantage left to exporting organizations (cf., De Geus 1988; Stata 1989). Thus, a
greater understanding of export memory becomes more urgent and crucial. Besides
export memory’s role in export learning (cf., Cyert and March 1963; Huber 1991), it
has also been linked to improved decision quality (Day 1994, 2002), order
achievement, and uncertainty reduction in ambiguous and multidimensional market

environments (cf., McNaughton 2001).

Organizational memory facilitates efficiency and responsiveness since it provides the
structure “to ensure that useful lessons are captured, conserved, and can be readily
retrieved when needed” (Day 1994, p. 22). Lessons from past decisions become the
present decision makers “valuable guidelines for future activities” (Miyashiro 1996, p.

61) doing away with the need to reinvent the wheel (Day 1994; Miyashiro 1996).

Furthermore, organizational memory dictates the interpretation of reality and influences
what information the organization should seek and select, and the lessons to be
extracted from them (Day 1994). Along with the potential positive impact of
organizational memory on the organization’s operations and eventual performance, if
unchallenged, an obsolete organizational memory may lead to the organization’s

demise when it is not exposed and properly examined (Day 2002).

Following the high level of interest which organizational learning and organizational
memory have attracted among both academicians and practitioners of late (e.g. Argyris
and Schon 1978; Weick 1979; Hedberg 1981; Nystrom and Starbuck 1984; Cohen and
Leventhal 1989; Stata 1989; Huber 1991; Walsh and Ungson 1991; Day 1994; Sinkula
1994, 1997; Lukas et al. 1996, Moorman and Miner 1997, Autio et al. 2000), a study on
organizational memory within the context of export marketing is warranted, and as
explained earlier, export memory quality and export memory use are key relevant

constructs.
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1.1.3.1. Export Memory Quality

Because of the impact which export memory may have on the export learning
capability of the organization as well as on the export organization’s ability to exercise
better quality decisions, it is appropriate to consider the issue of quality in a study on
export memory. As Day (1994 p. 24) said, “Nothing is likely to happen unless there is a
wide-spread recognition of the need to improve the depth, quality, and timeliness of the
base of market knowledge and its availability when decisions have to be made”. Poor
quality export memory may result to short-sightedness and an inability to distinguish
relevant issues from unimportant ones. Because of potentially turbulent export
environments, the relevance and validity of export memory may diminish quickly if not
properly updated (cf., Day 2002). Since export memory is used by others who may not
be its progenitor, the clarity and ease of understanding of this memory should facilitate

its use (Wang and Strong 1996).

The first research gap identified is the lack of a holistic conceptualization of export
memory quality. Scholars have applied the organizational memory construct at various
different organizational levels. It has been adopted in a macro-level perspective,
treating it as an organization-wide phenomenon (Kirsch 1971; Pautske, 1989; Walsh
and Ungson 1991; Stein and Zwass 1995). Others have chosen to consider it in a micro-
level, taking it as a phenomenon that exists within sub-levels in an organization (e.g.,
Day 1994; Sinkula 1994; Moorman and Miner 1997; Sorensen 1997). To the best
knowledge of the author, a good number of studies have already dealt with the general
conception of organizational memory (e.g., Huber 1991; Walsh and Ungson 1991) but
no one has yet endeavored to study it in an export marketing context, and no study can
be found specifically tackling the issue of export memory quality. Studies have focused
on attributes of information quality (e.g., Strong et al. 1997; Wang et al. 1998; Huang et
al. 1999) but not yet export memory.

Having established the importance of export memory quality, it is surprising that little
has been done to date to define and delineate this construct. As a result of the dearth of
research studies on export memory quality, no psychometric measurement of this
construct currently exists. Yet, development of a scale of export memory quality would
allow researchers to gain further understanding of the state of export memory in

organizations, and provide a platform from which to examine its nomological network
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of relationships. From a practical point of view, exporters would be in a position to

ascertain the adequacy of their export memory resource.

With the lack of appropriate measures of export memory quality, also comes the lack
of knowledge about those factors that are likely to determine it. Substantively,
knowledge of antecedents to export memory quality would allow researchers to develop
clear practical guidelines to exporters wishing to enhance their internal knowledge

base.

Finally, little is still known about the outcomes of export memory quality. Indeed, why
expand the effort to enhance the internal export knowledge base, if this is unlikely to be
beneficial to the firm? Yet, the link to export performance is more likely to be an
indirect one. Indeed, mere possession of optimal export memory would be pointless,
unless this memory is actually put to good use (cf., Hart and Diamantopoulos 1993). It
has already been established that export information availability and acquisition are
related to the extent to which export information is used (Souchon and Durden 2002).
Transferring this logic to the concept of memory, it is likely that the existence of good

quality export memory would result in higher incidences of export memory use.

1.1.3.2. Export Memory Use

Studies have focused on the different dimensions of both the uses of information in
general and export information in particular (Menon and Varadarajan 1992; Souchon
and Diamantopoulos 1996, 1997; Diamantopoulos and Souchon 1999). However,
research on export memory use is still lacking. To date, and to the author’s best
knowledge, no conceptual model or psychometric measurement of this construct exists.
Our current lack of knowledge of how and to what extent export memory 1s actually put
to use by export decision-makers hinders the development of export memory theory
and measurement. Yet, understanding export memory use has both practical and
theoretical implications. First, conceptual clarification and delineation of this construct
is the first step to take before attempting measurement (cf., Churchill 1979). In turn,
availability of psychometrically sound scales of export memory use can serve both as a

diagnostic tool for decision-makers to ascertain whether they are maximizing use of
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export memory as'a key resource, and also as a platform from which to empirically
study antecedents and outcomes of export memory use. The results of such a study
would serve to guide export decision-makers towards better (more effective) use of
export memory and recommendations as to how to enhance the more effective use of
export memory. Despite research done on export information use’s impact on export
performance (Souchon et al. 2003), studies that relate export memory use to export

performance are lacking in the literature.

Environmental turbulence has been found in some studies to affect the relationship
between information use and performance (Glazer et al. 1993, Moorman and Miner
1997; Malhotra 2002; Kyriakopoulos and de Ruyter 2004). Environmental turbulence
may also enhance the need for rapid decision-making, precluding the opportunity to
collect new export information. In this context, export memory (an internal knowledge
base) would become the only knowledge resource available to the exporter. However,
ironically, the more turbulent the environment, the more quickly outdated this memory
is likely to become (cf., Dickson 1992). Thus, environmental turbulence may well
weaken, or even change the direction of, the relationship between export memory use
and export performance. It would thus be beneficial to discover the moderating effects

of environmental turbulence between export memory use and export performance.

1.2. Research Objectives

Given the research gaps outlined above, the objectives of this study include:

a. Definition, delineation, and conceptualization of export memory quality. As
explained earlier, little (if any) literature can be found on export memory quality. The
present study tries to fuse the literature on organizational memory and quality
literatures and consider them within the context of exporting. For example, the
framework proposed by Walsh and Ungson (1991) and the different quality studies of
Wang et al. (1998), as well as in-depth qualitative research are used to develop a

conceptual definition of export memory quality.
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b. Measurement of export memory quality. Established measure development
techniques are used to develop a reliable and valid scale of export memory quality (e.g.

Churchill 1979; Spector 1991; DeVellis 1992).

c. Development and testing of a conceptual framework of the antecedents and outcomes
of export memory quality. This involves identifying factors influencing export memory
quality while developing reliable and valid measures for the factors concerned, if they
still don’t exist. In this way, organizations will be in a better position to gain control
over the quality level of their export memory. The domain of this research must be
properly specified in order that it be properly examined (e.g., Churchill 1979). This
research tries to build on factors that have been considered in past studies as they
related to export market information, with its development and uses. To a great extent,
factors considered in research on export market information are adapted to the context
of export memory. Also, in-depth qualitative research is used to steer the conceptual

model.

d. Definition, delineation, and conceptualization of export memory use. As has been
mentioned earlier, it is likely that export memory will only affect export performance if
it is actually put to use. However, very little academic knowledge on how and to what
extent export memory is used currently exists. A solid platform from which to build a
theory of export memory use lies in the export information use literature (Vyas and

Souchon 2003).

e. Measurement of export memory use. Export information use has been developed as a
multi-dimensional construct (Diamantopoulos and Souchon 1999). Following these
findings, it is expected that export memory use will also be a multi-dimensional
construct. Adaptation of the measures of Jaworski and Kohli (1993); and
Diamantopoulos and Souchon (1999) are used, in conjunction with items revealed in

the qualitative research phase of the study.

f. Development and testing of a conceptual framework of the antecedents and outcomes
of export memory use. In order to develop an understanding of export memory use, its
antecedents need to be identified and measured. Potential factors are considered
following previous studies undertaken in the export information use field (Souchon and

Diamantopoulos 1996). In terms of outcomes, several past studies have looked into the
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effects of organizational memory in general on performance. These are used as a
platform from which to begin the study of the relationship between export memory use

and export performance. Moderating effects on this relationship are also considered.

1.3. Research Overview and Structure of Thesis

An outline of the flow of research work undertaken in order to achieve the objectives

set in previous section can be gleaned from Figure 1.

In Chapter Two, with the topic on organizational memory encompassing diverse areas,
a multi-disciplinary approach to the literature is undertaken. Since organizational
memory has been studied extensively in other areas outside of export marketing (e.g.,
Walsh and Ungson 1991; Grant 1996; Moorman and Miner 1997; Kyriakopoulos and
de Ruyter 2004), it is deemed natural that an understanding of its roots be provided.
The second part of the literature review covers the areas of research done on exporting,
export information and organizational learning since they form the background upon
which the study on organizational memory (i.e., export memory in this research) is

considered.

Chapter Three is devoted to the qualitative part of the research. Since very scant
research has been done on export memory quality and use, it was deemed necessary
that an exploratory qualitative research be done first to identify factors that may be of
value to the model covering export memory quality and the use of export memory. The
first part of this chapter covers the methodology used which is then followed by the
preliminary results. These findings are instrumental in defining constructs,
hypothesizing relationships, and developing a pool of items to be used in measuring
constructs. This goes hand in hand with the development of items based on the

literature review.

Following the findings in the literature review in Chapter Two and the exploratory
study in Chapter Three, a master framework of export memory quality and the use of

export memory is proposed in Chapter Four and the focus of the research is outlined in
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a model showing the relationships to be studied. The hypotheses to be tested through a

quantitative manner are also presented.

Figure 1.1. Summary of the research process of the study.

A

Literature Review Qualitative Research 1 Chapter 2

Chapter 3

> Conceptualization

i >  Chapter 4
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____________________________________ L EEEEES SRt
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> Discussion
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Chapter Five covers the procedure involved in the quantitative study which is essential

in order to achieve the objectives for this thesis. A description of how the questionnaire
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was developed is provided. The pilot study methodology is discussed in detail,
including the sampling procedure, data collection method, non-response analysis and
the different changes implemented all throughout the three pretests which were
undertaken. The process involved in the main survey is also discussed. The different
statistical tools used are outlined and explained. This 1s crucial in the development of

reliable and valid measures of the constructs used as well as in hypothesis testing.

Chapter Six provides a profile of the exporting companies that participated in the main
survey. Two sections are provided to discuss the general company characteristics and
the export-specific characteristics. The findings in these sections justify the specific
analysis techniques used in the following four chapters. Furthermore, it may help

explain the findings in the quantitative study.

Chapter Seven covers the development of export memory quality measures. It covers

the process of developing reliable and valid measures for export memory quality.

In Chapter Eight, antecedents to export memory quality are examined. All of the
constructs, except for one, are captured via multi-item measures “which tend to be more
reliable and have less measurement error than single item scales (e.g., Spector 1992).
There is a discussion of the hypotheses tested as they relate to export memory quality

and its antecedents.

Chapter Nine covers the development of export memory use measures, again following
rigorous procedures in achieving reliable and valid measures of constructs. Antecedents
to export memory use are also examined. Measures are also developed for export
memory overload and for environmental turbulence. Following measure development,
the relationships hypothesized between export memory use and its antecedents are

discussed using regression analysis.

In Chapter Ten, a discussion on the development of an export performance index 1s
included since export performance has been considered to be a multi-dimensional
construct and must be measured accordingly. Again through regression analysis, the
resulting findings on the relationships between export memory use and export

performance are discussed.
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Finally, Chapter Eleven presents the conclusions. It covers a summary of the research
findings, an enumeration of the theoretical and managerial implications, a presentation

of the study’s strengths and weaknesses, and a listing of areas for future research.
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Chapter Two: REVIEW OF THE LITERATURE

Conducting a literature review on export memory quality and export memory use 1s
essential before undertaking any field research on these topics. This stage will provide a
strong foundational backing for the development of a theory of export memory. It will
also help develop specific, directional hypothesis to guide research implementation and
data analysis. First, this literature review will provide a discussion of organizational
knowledge, organizational learning and organizational memory as preliminary
constructs for studying export memory quality and export memory use. This is
important because it will show the close relationship that exists between the first three
constructs. Second, organizational ~knowledge, organizational learning and
organizational memory would be discussed within the context of the export function.
Third, after expounding on export information, export learning, and export memory,
there will be a review of studies on information quality and export information use
which will be extended to export memory quality, and export information use,
respectively. This is important because quality is theorized to influence the use of
export memory which is expected to impact export performance. Finally, literature on
export memory quality and export memory use, the two main central constructs of the

study would be discussed.
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2.1. Review of Preliminary Constructs for Studying Export Memory
Quality and Export Memory Use

2.1.1. Organizational Knowledge

A comprehensive overview on knowledge will be considered first because of the
integral role it plays in the development of the organization’s memory. Desphandé

(2000, p.1) provides the following succinct overview of knowledge:

“Knowledge is the lifeblood of any organization. Commonsense, intuition-based
knowledge influences all decisions. Knowledge grounded in professional, scientific

inquiry informs judgment. And no knowledge is as critical to management, or as
elusive, as knowledge about customers, competitors, and markets.”

Technically speaking, knowledge is “codified information” in contrast to information
which is a “pattern in data” (Bell 1973; Glazer 2000). A pragmatic view would treat
knowledge as the awareness of the efficiency and effectiveness of different courses of
action in producing particular outcomes based on experience (Ackoff and Emery 1972).
To be precise, knowledge refers to “clear understanding of information and their
associated patterns”; which should not be confused with data (“raw facts”), information
(“meaningful, useful data”) or wisdom (“ability to best use knowledge for establishing
and achieving desired goals”) (Bierly et al. 2000, p. 599). Knowledge serves as a
template for interpretation and action either for individual members or for the
organization itself (Walsh 2005). In an organization, knowledge is perceived as the
interpretation of information (Nevis et al. 1995) and the result of its use (Tsoukas and
Vladimirou 2001). When the emphasis is on the utility of knowledge taken in relation
to an organization, knowledge becomes organizational. With this knowledge, the
actions of the members of an organization are guided by the “sets of generalizations”
formed by the organization from the “eyolved collective understandings” of its

members (Tsoukas and Vladimirou 2001).

The structure of knowledge could be viewed as the process of careful selection (Keegan
1974) of specialized information (Lehner and Maier 2000) responding to vital business
decisions of a company. This is presented in Reisenberger’s (1998) enumeration of
significant “types of knowledge” which includes knowledge about customers, best

practices/effective processes, their own competencies and capabilities, their own
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products and services, emerging market trends and competition. Utility of certain
information would transform them into core elements of organizational knowledge, i.e.,

information about overseas customers (Leonidou and Adams-Florou 1999).

The knowledge that an organization has can be either explicit or tacit (Kogut and
Zander 1992; Reisenberger 1998; Bhatt 2000). Researchers have distinguished them
based on their degree of materialization and ease of sharing, and difficulty of storage.
Using the first criterion, explicit knowledge includes knowledge that can be expressed
in numbers and words which could easily be shared with others; as opposed to tacit
knowledge which includes “unarticulated knowledge” that is difficult to share with
others (Reisenberger 1998). Using the second criterion, explicit knowledge is easy to
store. In contrast, tacit knowledge is difficult to store because retrieved from individual
minds that would have difficulty in expressing their knowledge (Kogut and Zander
1992; Bhatt 2000). Despite the difficulty in measuring tacit knowledge, it has been

studied because it determines collective organizational competence (Nevis et al. 1995).

Organizational knowledge is a unique asset because it develops with use rather than
being depleted (Reisenberger 1998). It is context-specific (Morgan et al. 2003) gained
by deliberate attempt to achieve balance by maintaining old patterns and
accommodating novel developments (March 1991). Balance would also be required in

the intake of information so as to avoid information overload (Deshpandé 2000).

Although organizational knowledge allows an organization to navigate through a mass
of information for decision-making, it can also narrow the options considered by
managers (Walsh 2005). The existing knowledge structure encourages a) adherence to
existing status quo solutions and b) disregarding novel inputs contrary to these (Walsh
2005). Lee et al. (1987, pp. 193-194) reported that “decision makers tended to discount
research that were not in agreement with prior beliefs” which was similar to findings of
Deshpandé and Zaltman (1982). On the question on whether such practice is beneficial

to an organization, Lee at al. (1987, pp. 194) adds that:

“Whether or not this perseverance is undesirable depends on one’s view of the general
quality, accuracy, and validity of corporate marketing research. If the presumption is
made that conclusions based on marketing research are unlikely to be colored by
political forces in an organization and are unlikely to reflect idiosyncratic personal
bias, we would conclude that steps are needed to compensate for the human judgmental
shortcomings observed in our experiment.”
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As the importance of organizational knowledge has been discussed in this section, the
next section explains its role in organizational learning. A background for

organizational and export learning would also be provided.

2.1.2. Organizational Learning

Organizational learning is considered by organizational economists as a “capability in
and of itself” (Cohen and Levinthal 1989). Organizational success is attributed to
organizational learning (Lukas et al. 1996) which is associated with concepts of
innovations, entrepreneurship, creation of new industries, foreign investment, synergy
and diversification (Van Deusen and Mueller 1999). Together with innovation and
specialization, learning is a recognized comparative advantage (Dijk 2002) in the
emerging neo-technology or technology gap theories on international trade (Dosi 1990;
Dijk 2002).

Organizational learning is the “process in which an organization’s members actively
use data to guide behavior in a way as to promote the ongoing adaptation of the
organization” (Edmonson and Moingeon 1998, p. 12). It includes “being aware of the
need for different levels of learning, and the storing of knowledge in the organization”
(Ortenblad 2004, p.132). At the core of organizational learning are the cognitive
processes of understanding and reflection (Lukas et al. 1996). Learning includes the
perception of the reasoning behind an action and not merely a calculated reaction to a
certain stimuli. This way, learning takes place through the intake of new ideas into the
knowledge-based nucleus of the company (Baets 1998). For organizations, learning
occurs by edifying observed patterns from history into habitual conduct (Levitt and
March 1988). In general, learning includes the stages of “discovery, retention, and
exploitation of stored knowledge” (Epple et al. 1991; Moorman and Miner 1998). The
process of organizational learning mainly involves the single loop learning that takes
place by the accretion of behaviors to an established routine - done with the objective of
improving it (Sinkula 2002). In this type of learning “only incremental behaviors are
added to the routine to improve it” (Sinkula 2002, p. 257). But there is a higher level of
learning — double loop learning — which organizations also undertake although in a less

frequent manner since it involves more time and effort as well as demands a change of
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model (Argyris and Schon 1978). This is also called generative learning which
questions the assumptions and the basis of how the organization makes its decision. In a
way it “involves discarding (unlearning) the present way of doing something and

substituting it with a new way” (Sinkula 2002, p. 256)

The cognitive model and the routine model are useful in integrating the process of
organizational learning. The first model suggests that decision makers mainly rely on
their cognitive frameworks and mental models to make sense of, and act in, their
environments (Abelson 1976; Fiske and Taylor 1991). These models or frameworks
which are like abstract representations of things and events are developed over time
through experience, dealings and communicating with other people, as well as through
vicarious ways (Fiske and Taylor 1991) where “individuals interact with their
environments and build cognitive frameworks” such that "the past shapes the template
for understanding the future” (Bogner and Barr 2000, p. 213). The individual decision-

maker uses this conceptualization of the past to understand the future.

The second model claims that routines are the foundation of organizational learning
(Levitt and March 1988). Routines operate as independent superstructures that
transcend the individual actors in the organization. As such, organizational learning can
be sustained despite a substantial change in the membership of an organization.
Imprints of these routines are stored through forms, rules, procedures, conventions,
strategies, and technologies that perpetuate a particular learning scheme. However, this
scheme would still be materialized and transfused through interactions within or
between organizations whose accounts are stored in the collective memory of the
organization (Levitt and March 1988). The routine model could be useful in explaining
the process of accumulating knowledge by showing that “[o]jrganizational knowledge
is reinforced in all the activities of a firm and over time, becomes increasingly calcified
in organizational practices” (Autio et al. 2000, p. 911). As knowledge gets “encoded
into decision models” of an organization, routines for information processing are
formed (Day and Nedungadi 1994, p. 33). Such routines are formed throughout an
organization since these involves a lot of actors interacting through closely-knit

relationships (cf., Cohen and Bacdayan 1994).

Only some of the experiences of the organization are transformed into routines mainly

because of the high cost of transformation (Levitt and March 1988). The existence of
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the resulting routines are dependent upon the efficiency of their storage and application
vis-a-vis the changing composition of the organization. Part of the cost in managing the
experiences is used for retrieval of the contents of such memory (Levitt and March

1988).

Viewing organizational leaming as composed of routines has several underlying
assumptions. First, an organization’s behavior is dictated by routines (Cyert and March
1963; Nelsons and Winter 1982). The main justification for the process is the apparent
acceptability of these actions by virtue of their habitual repetition. Second, these
routines are history dependent, in so far as the actions of the organizations are
responses to past experiences more than to current circumstances. In short,
organizational learning is backward-looking (Lindblom 1950; Steinbruner 1974). Third,
an organization’s behavior is oriented to targets (Simon 1955; Siegel 1957) which

change according to the difference between the expected and resulting output.

When organizations become competent at learning, they are referred to as learning
organizations (Sinkula et al. 1997). These are “skilled at creating, acquiring, and
transferring knowledge, and at modifying [their] behavior to reflect new knowledge and
insights” (Garvin 1993, p. 23). Learning organizations are able to adjust to the shifting
business environment (Ortenblad 2004) by sustaining the process of learning among

their members while constantly upgrading themselves.

Organizational learning also involves discarding organizational models, also known as
unlearning, especially when organizations are compelled by changes in the environment
or fortuitous events such as changes in leadership and environmental shocks (Sinkula
2002). This is especially helpful for successful organizations which equate the

continuation of routines with guaranteed success. (cf., Day and Nedungadi 1994).

This practice, based on the subjective feeling of learning, further reaffirms the
commitment to perpetuate these routines which may no longer be relevant and useful,
and at the same time alienating other habits (Levitt and March 1988). The organizations
that would profit most are those that can unlearn entrenched routines at opportune times
to provide better value to their customers (Sinkula 2002). In fact, the process of
unlearning itself may become beneficial when an organization changes its leadership to

“symbolize” change (Nystrom and Starbuck 1984).
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There is a theoretical debate, however, on the locus of learning — whether it occurs in
individuals alone or in organizations as a result of the storage of knowledge in the
organization’s systems, structures, cultures, artifacts (Van der Bent et al. 1999).
Adherents of the former view argue that learning takes place in individuals and only the
product of such process is adopted by the organization (Kim 1993). For example, some
consider the process of learning and its product of knowledge as organizational as long
as the output of individual learning is kept in the organization’s memory (Hedberg
1981; Ortenblad 2004). Organizational leamning is treated as the absorption of the
knowledge of its members into the organization’s memory (Ortenblad 2004). Those
who support the latter view that leamning is an organizational process, as opposed to a
purely individual one, argue that the factors involved exist in the organization (i.e.,
social, political and structural variables) and in the relationships among individuals
(Shrivastava 1983). A better view is not to confine learning to either individuals or
organizations. Organizational learning takes place in much the same way as individual
learning, by transforming information into knowledge coupled with a clear idea of the

process (Abell and Oxbrow 2001).
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Table 2.1 shows a sample of organizational learning dimensions as they were

developed by different authors in the last fifteen years.

Table 2. Survey of the different organizational learning process constructs.

~ Organizational Learning Constructs
Hb (1991) lKnowlcdgc acquisition S
2. Information distribution

3. Information interpretation

4. Organizational memory
Lessem (1993) 1. Knowledge origination

2. Knowledge development

3. Knowledge refinement

4. Knowledge promotion

5. Knowledge adaptation

6. Knowledge implementation (dissemination)

7. Knowledge application
Dixon (1994) 1. Generate

2. Integrate
3. Interpret

4. Act
Sinkula (1994) 1. Information generation

2. Dissemination
3. Interpretation

4. Memory
Hult and Ferrrel (1997) 1. Adaptation

2. Assumption sharing

3. Developing knowledge base

4. Institutionalized experience effects

Table continues on next page.
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Berthon et al. (1998)

w2

. Knowledge Acquisition
. Information Interpretation and Diffusion
. Translation into Action

. Storage in Organizational Memory

Crossan (1999)

. Intuiting
. Interpreting
. Integrating

. Institutionalizing

Buchel and Raub (2000)

. Information Acquisition
. Information Distribution
. Information Interpretation

. Organizational Memory

Popper and Lipshitz (2000)

. Collection
. Analysis
. Abstraction

. Retention

Sadler (2000)

2.

. Inputs

Processing of inputs

3.Arrange for the storage and retrieval of accepted inputs

4.

Dissemination and ongoing reinforcement of what has

been learned

Ellis and Shpielberg (2003)

1.

2.

3.

4.

5.

Formal learning
Information dissemination
Training

Information gathering

Information storage and retrieval

Table continues on next page.
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Chen (2005) 1. Discovering

2. Selecting

3. Transferring

4. Reflecting

5. Acquiring knowledge from environment
6. Contributing knowledge to environment

7. Building organizational knowledge

Ke and Kwok (2006) 1. Knowledge acquisition
2. Information distribution
3. Information interpretation

4. Organizational memory

Akgun et al. (2006) 1. Information acquisition
2. Information dissemination

3. Information implementation

What is striking with the different models developed is the similarity in the main ideas
proposed. It could be deduced that most scholars propose a learning process that
consists of four basic steps: acquisition, distribution, interpretation, and storage of
information. Others would add a fifth one — action or response to information.
Terminologies used may differ but their meanings are common. Take for example the
acquisition of information (e.g., Berthon et al. 1998); it may be called collection
(Popper and Lipshitz 2000), inputs (Sadler 2000), or generation (Sinkula 1994). But all
of them signify the activity of obtaining external information.

The different learning steps seem to follow each other. A review would show that many
authors (Huber 1991; Sinkula 1994; Berthon et al. 1998; Buchel and Raub 2000; Ellis
and Shpielberg 2003; Akgun et al. 2006; Ke and Kwok 2006) would present an
information resource life cycle (Weitzel 1987). Before information can be distributed, it
has to be acquired; before it can be interpreted, it must be distributed; and before it can
be stored, it must also be interpreted for organizational learning to happen. Their

conceptualization of learning implies that memory forms part of the organizational

learning process.
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In the study, although organizational memory is affected by the acquisition,
distribution, and interpretation of information; organizational memory is treated as an

output of the learning process following Lukas et al. (1996, p. 240):

“It is important to distinguish between memorizing information, which refers to the
encoding of information, and memory, which refers to the stored information. This
distinction is important because memorizing and memory can be easily interchanged in

the context of information-processing. The difference lies in their temporal qualities

and their uses in the organization (cf. Walsh and Ungson 1991).”

Conceptually, psychological studies would provide the dichotomy that “[I]earning has
more to do with acquisition, whereas memory has more to do with retention of
whatever is acquired”, although this may not be readily observed in reality (Lim 1993,
p. 39). Roth (2001, p. 578) would add that “no one theory can be identified as the
definitive account of how memory works.” Even in marketing researches, “[a]lthough
there is a widespread recognition of organizational learning and its importance to
business performance, no model of organizational learning is broadly accepted” (Lukas
et al. 1996, p. 234). Thus, organizational memory in this study is also treated as an
output of the learning process to observe its individual effect on export performance.

This was also done since this is an exploratory study that involves measure

development of export memory quality and use (Chapter Five).

Organizations learn by accumulating and adopting the collective knowledge of their
members, and in turn, the individuals learn from the knowledge formed by the
organization (March 1991). Regardless of the locus, learning can occur only under a
knowledge-based approach (Baets 1998) when there is past knowledge and experience

— which Stata (1989) refers to as organizational memory.

After presenting the nature and importance of organizational learning, a discussion on
organizational memory follows because of the crucial role it plays in organizational
learning (Conklin 1996; Lukas et al. 1996; Lehner and Maier 2000; Schwartz et al.
2000).
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2.1.3. Organizational Memory

With the positive effect of organizational knowledge on productivity, organizational
effectiveness and innovative capacity, companies often make significant investments in
the storage of this knowledge (Lesser and Prusak 2001). Organizational memory is the
collective knowledge of an organization and contains policies, procedures (Day 1994),
theories in use, shared mental models, information databases, formalized procedures
and routines, formal cultural mores that guide behavior (Slater and Narver 1995).
Organizational memory is “stored information from an organization’s history that can
be brought to bear on present decisions” (Walsh and Ungson 1991, p. 61), composed
mainly of shared understandings, norms and values (Ortenblad 2004). It is the means by
which knowledge is stored in an organization for future use (Levitt and March 1988;

Ackerman 1994; Sinkula 1994; Hong 1999; Arkun et al. 2002).

The coverage of organizational memory is broad as it includes everything that is
contained in an organization that is somehow retrievable (Kim 1993). Its contents can
include both “hard data” (i.e., numbers, facts and figures) and/or “soft information” (i.e.

tacit knowledge, expertise and experience) (Morrison 1993; Balasubramanian 2003).

Although organizational memory could be seen as the ultimate receptacle of
organizational knowledge (Argyris and Schon 1978), organizational memory is not
meant to store all the information possessed by an organization (Schwartz et al. 2000).
Instead, it should serve as a low maintenance receptacle for knowledge responsive to

specific needs of the organization (Schwartz et al. 2000; Morgan et al. 2003).

Although organizational memory generally contains past knowledge, it may also
contain the “anticipation of experiences not yet experienced” (Wexler 2002) (e.g., sales
forecasts). Also, organizational memory includes the awareness of the contents of the
collective knowledge of the organization and the segments of the organization where

these could be accessed (Ortenblad 2004).

Regarding the locations of organizational memory, two theories exist. In the first
theory, retention of memory falls into two basic receptacles: people and documents
(Cyert and March 1963; Argyris and Schon 1978; Miller 1978; Morgan and Root 1979,
Weick 1979; Covington 1981; Hedberg 1981; Smith and Stein 1989, 1992). These
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structures could be extended to cover decision information (Walsh and Ungson 1991),
stored in various depositories within the organization composed of individuals (Argyris
and Schon 1978), accepted procedures (Cyert and March 1963) and standards of dress,
protocol and furniture arrangement (Smith and Steadman 1981). These reservoirs are
summed up into the categories of “brains and paper” (Pondy and Mitroff 1979). People
are involved in the cognitive and emotive part of storage that encompasses cognitive
maps, shared understanding, norms, roles, routine patterns of behavior, schema, scripts,
language, etc. The documented aspect covers standard operating procedures, files,
databases, photographs, recordings, etc. These two divisions of knowledge storage are
not mutually exclusive since knowledge kept by people in their cognitive power could
also be documented. Likewise, it is possible that documented knowledge reside in
people’s memory (Cyert and March 1963; Argyris and Schon 1978; Weick 1979;
Covington 1981; Stein 1989).

Primacy is given to individuals as the basic storage units of information contained in
structures. These are the individuals who compose the organization, transform their
individual experiences in their memory stores as part of organizational memory (Cowan
1988). Contents of these memory stores would include their belief structures (Walsh
1988; Walsh et al. 1988), mental models (Weick 1979) and articulated beliefs (Sproul
1981). Their memory is facilitated by records and files that serve as memory aids which

also form part of the organization’s memory (Walsh and Ungson 1991).

In addition, Wexler’s (2002) findings that information hoarded by one individual would
not become part of organizational learning, and eventually organizational memory,
supports the idea that one of the main repositories of organizational memory would still
be the memory of its individual members. This is seen in the case where a member of
the organization should leave for any reason (e.g., to join the competition), where the
memory that he or she has would be lost (assuming still that s/he has not saved it in the
organization). This case illustrates that individual memory can therefore be considered
{00 transient to be an effective part of the organizational or functional memory. In
contrast, an integral part in the creation of the organizational or functional memory is
the process of information sharing among the individual decision makers. The sum of
individual memory is transferred into an organizational or functional memory through

this process (e.g., Argyris and Schon 1978; Traugott 1978; Levitt and March 1988;
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Sinkula 1994; Moorman and Miner 1997). These studies assert that only individuals
have the rational capacity to relate a particular decision in light of an organization’s
experiences because causality can only be done by individual members of the
organization (Wong and Weiner 1981). This understanding is imputed to the
organization through the culture that emanates from the collective interpersonal
assessment. This resulting culture, which is usually vague, would then reflect the
perceived who, what, when, where and how between the cause and the upheld decision
(Walsh and Ungson 1991). In the retrieval stage, individuals draw from the content of
the organization’s memory by heuristics and schemata (Nisbett and Ross 1980;

Albenson and Black 1986) in problem solving (Taylor et al. 1978).

The focus on individuals as primary storage units of organizational memory would
necessarily involve the interpersonal interaction among them. At this stage, culture will
have repercussions on inputs to organizational memory. Culture, as a part of an
organization’s memory, refers to the common learned and transmitted means of dealing
with a problem among members of an organization (Schein 1984; Walsh and Ungson
1991). Components of culture include language (Donellon 1986), shared frameworks
(Duncan and Weiss 1979; Shrivastava and Schneider 1984), symbols (Pfeffer 1981;
Dandrige 1983), stories (Martin et al. 1983; Wilkins 1983), sagas (Clark 1972) and the
grapevine (Davis 1953). Culture as a receptacle of memory would accommodate the

supra-individual collectivity (Halbwachs 1950; Douglas 1986).
3

In the second theory, organizational memory is located in many sites within the
organization (Lukas et al. 1996; Hong 1999) which could be grouped into six, namely:
individuals, organizational culture, organizational transformations, organizational
structures, organizational ecology, and external archives (Walsh and Ungson 1991;
Ackerman 1994). The second theory encompasses the first one by expanding the locus
of organizational memory from individuals and documents to the other receptacles
mentioned above. Individuals have recollections of the history of the organization
through their experience, which they retain in their own memory stores (Cowan 1988).
Culture has been defined as a “learned way of perceiving, thinking, and feeling about
problems that is transmitted to members in the organization” (Walsh and Ungson 1991,
p. 63). Transformation is standard operating procedures which the organization upholds

in all areas of its operation (Walsh and Ungson 1991). Knowledge is preserved as
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procedures (Cyert and March 1983), rules, (March and Sevon 1984) and formalized
systems (Walsh and Dewar 1987). Structures cover individual roles which store
organizational information (Walsh and Ungson 1991). Ecology covers actual physical
structure or workplace of an organization. Lastly, external archives are repositories
outside of the organization, e.g., former employees, which still contain information on

the organization.

The discussion on the receptacles of organizational memory and their locus 1s
significant because organizational memory could be studied in relation to 1ts storage

depots as done by Walsh and Ungson (1991).

2.1.3.1. Relationship between Organizational Learning and Organizational Memory

Memory development refers to the process of encoding the company’s experience and
accumulated leaming (Berthon et al. 2001). Closely related to this concept is
organizational learning. This means that organizations refer to their past experiences in

order to direct their current behavior.

There are different views on the relationship between organizational memory and
organizational learning. For example, Lukas et al. (1996) perceive organizational
memory to be a concrete outcome of organizational learning, where organizational
learning could occur independently of organizational memory. An alternative
perspective on the relationship between organizational learning and organizational
memory is that the former proceeds from the latter (Conklin 1996; Lehner and Maier
2000; Schwartz et al. 2000). In this context, remembering (i.e. memory), is sine qua
non for organizational learning (Van der Bent et al. 1999). Organizational memory is
regarded as a vital repository for the yields of organizational learning to the extent that
organizational Jearning remains incomplete until the contents of individual learning are

assimilated within organizational memory (Argyris and Schon 1978).

As a concept, organizational memory is a phenomenon that is part of an organization’s
information processing cycle (Huber 1991; Sinkula 1994; Slater and Narver 1995). Day
(1994, p.18) noted that “[o]rganizations without practical mechanisms to ‘remember’

what worked and why have to repeat their failures and rediscover their success
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formulas over and over again”. Scholars have repeatedly stated that although
organizations do not “remember” in the true sense of the word, using organizational
memory as a metaphor (Moorman and Miner 1998) is very valuable in understanding
organizational knowledge, its acquisition, storage, retrieval, and use by its members
(Weick 1979; Huber 1991; Walsh and Ungson 1991; Anand et al. 1998). Thus,
organizational memory in any form improves organizational decision-making (Johnson
2000) by providing patterns of judgments (Souren et al. 2002). Organizational memory,
as a receptacle of information, reinforces desired behavior (Walsh and Ungson 1991)
while contributing to the honing of core competencies, increased autonomy and
eventual lowering of transactional costs (Hedberg 1981). Organizational memory is
vital since lessons from experience which do not enter into collective memory cannot
be fully utilized. Nevertheless, organizational memory could either enhance or inhibit
the learning process. Organizational memory could be a “two-edged sword” that either
aids learning from varied sources or isolates the organization’s knowledge to what it

already has (March 1991).

The negative aspects of organizational memory use have been related to its history-
dependent approach (Lindbolm 1959; Steinbruner 1974), where the organization could
be induced to re-use defective procedures which in the past have yielded good results.
As a result, the opportunity to test better alternative procedures available 1s limited.
Instead, the organization continues to rely on inferior procedures which it has engaged.
This infirmity is referred to as the competency trap (Levitt and March 1988) which is a
factor that prevents the adoption of new technologies (Cooper and Schendel 1976) and
procedural adjustments (Zucker 1977). The organization then would have difficulty in
improving entrenched habitual competencies (Maidique and Zirger 1985; Whetten
1987). Consequently, an organization would fail to employ new procedures that could

have optimized its operations (Arthur 1984).

These criticisms are outweighed by the advantages of organizational memory (March
1981; Cohen and Levinthal 1990). Organizational memory, although relying on
previous knowledge, enables an organization to make better use of new knowledge. For
example, the content of organizational memory greatly influences the choice of
alternatives (March 1981; Burgelman 1988) along several tiers of competencies of an

organization. High levels of past knowledge on a particular field enable an organization
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to absorb better new information related to such field. The organization can have a
credible basis to adjudge the probative value of the new information and use it to
achieve the organization’s ends. This is the concept of “absorptive capacity” (Cohen

and Levinthal 1990).

Absorptive capacity rests on the premise that prior knowledge is a vital requisite for
efficient utilization of new and related information through the process of association
(Cohen and Levinthal 1990; Argote et al. 2003). This means that it would be easier for
an organization to see and use opportunities which it is familiar with. This claim was
strengthened by studies on memory development where prior knowledge was positively
related to the integration of new related knowledge into memory (Cohen and Levinthal
1990). One of the types of prior knowledge that increases absorptive capacity is
problem-solving skills (Pirolli and Anderson 1985; Cohen and Levinthal 1990). These
skills increase creativity by aiding the identification of new permutations (Cohen and
Levintal 1990). In the process of integration, the existing structures of the prior
knowledge are re-enforced, a fact that further facilitates the acquisition of new
information. Both the process of absorption and the content accumulated are enhanced
(Bower and Hilgard 1981; Cohen and Levinthal 1990). This process is supported by the
theory that learning is cumulative. Learning is more efficient when the new material

could be associated with prior knowledge (Cohen and Levinthal 1990).

An application of absorptive capacity is intuition (Jett and Brown 2002) and “blind
luck” under the null hypothesis (Shane and Venkataraman 2000). Intuition is a kind of
intelligence and is formed through experience that 1s accumulated from extended
observation, action and feedback (Lieberman 2000). Decision makers often use
intuition for decision-making despite the availability of information (Yeoh 2000). With
intuition, they are able to instantly grasp problems (Weintraub 1998) then arrive at
solutions even if the decision-makers’ explanation for arriving at the solution only
remains in the subconscious level (Jett and Brown 2002). Since the explanation is not
articulated, intuition is dismissed as “guesswork or clairvoyance” (Jett and Brown
2002). However, intuition is actually a function of accumulated knowledge of a
particular milieu where past problem-solving skills are applied to current or future
situations bearing similar elements to those of the past (Jett and Brown 2002). Intuition

occurs not only in individuals but also in groups, which is favorable to endeavors such
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as product innovation (Eisenhardt and Tabrizi 1995; Jett and Brown 2002). For
example, members of a team for product innovation would learn the best way in which
the team works together. Each one gets to understand his/her and other people’s role in
that group. In the final analysis, intuition is a demonstration of the principle of
absorptive capacity underlying the relationship between organizational memory and
organizational learning. For example, intuition would lead to action “which may not, at
the moment of commitment, be based on explicit, propositionally stable principles and
of the need to handle the personal uncertainties which this kind of action involves”

(Jankowicz 2001, p. 61).

Cognitive frameworks are parts of the larger concept of organizational memory that
affect what is noticed, how it is interpreted, and suggest what actions should be taken
(Daft and Weick 1984; Galambamos et al. 1986). Frameworks enable managers to
comprehend, understand, explain, attribute, extrapolate, and predict (Starbuck and
Milken 1988). These frameworks and models are not only individual-level concepts but
exist at a supra-individual level since they could take an existence of their own
independent of the individuals who created them. This happens when individuals
communicate and share their knowledge, ideas, or concepts among themselves (Wiley
1988). When they share their experience and knowledge with one another, they begin to
have a common knowledge and understanding of the world. These firm-level
frameworks are also called organizational belief systems (Bartunek 1984), collective
schema (Dunn and Ginsberg 1986; Houston 1993) or shared mental model (Day 1991;
Day and Nedungadi 1994).

Since organizational memory is a repository of past experiences (Walsh and Ungson
1991), it has been argued that it might go against the occurrence and effectiveness of
improvisation, which is an intra-organizational innovation that deviates from existing
practices or knowledge (Moorman and Miner 1998). However, it can also be argued
that once improvization occurs, organizational memory becomes a catalyst in the
production of commodities (Moorman and Miner 1998). This means that organizational
memory might act in two different ways with regard to improvisation: it may suppress

improvisation initially; and it may enhance it once improvisation begins.

A well designed organizational memory will allow the organization to find old

solutions to new problems without much effort as it will help it maintain strategic
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direction over time and strengthen organizational identity (Stein 1995). On its own,
organizational memory will facilitate organizational learning by providing the members
of the organization the benefits of the lessons from past experiences, both those that
brought success to the organization and those that could be considered as failures. A
developed organizational memory makes market information less equivocal (Sinkula

1994).

Preservation of organizational memory becomes increasingly important to
organizations as they recognize that experiential knowledge is a key to competitiveness
(Stein and Zwass 1995). With organizational memory, an organization can 1ntrospect
on its past actions while learning from its own behavior (Schwartz et al. 2000).
Organizational memory, as part of the learning process, captures and conserves useful

information.

The nature of stored knowledge or organizational memory and its role in organizational
learning was just discussed. The following section will now consider organizational
knowledge and memory within the context of the export operation and eventually

relating export memory to export learning.

2.2. Export Information, Export Learning and Export Memory

Seen from either the process theory of internationalization (Johanson and Valhne 1977,
1990) or the new venture theory of internationalization (MacDougall et al. 1994; Oviatt
and MacDougall 1997), knowledge is a prerequisite to business success when dealing
with the international market (Autio et al. 2000). Within the context of export
operation, export information or knowledge has been considered to be an important
factor that either stimulates (Tesar and Tarleton 1982; Katsikeas and Piercy 1993) or
inhibits (Alexandrides 1983; Leonidou 2000) export operations. It is also considered to
be a key factor in foreign market entry methods (Reid 1984) and strategic marketing
elements (Samiee and Walters 1990; Koh 1991).

With the perceived importance of export information and knowledge in export decision
making, a wealth of research on the topic already exists. Studies have covered

antecedent factors to export information behavior such as company size (Benito et al.
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1993; Leonidou and Katsikeas 1997; Yeoh 2000), industry type (Wood and Goolsby
1987; Leonidou 1997; Wood and Robertson 2000), ethnic background of the exporter
(Chaudry and Crick 1998), export experience (Hart et al. 1994; Leonidou 1997), export
market expansion strategy (Koh et al. 1993; Hart et al. 1994), psychic distance
(Johanson and Valhne 1977; Bodur and Cavusgil 1985), macroenvironmental forces
such as foreign economic, socio-cultural, political-legal and technological (e.g. Tesar
and Tarleton 1982; Evirgren 1993). Within task environment-related factors,
information on foreign customers (Samiee and Walters 1990; Leonidou 1997), foreign
competitors (Samiee and Walters 1990; Koh et al. 1993) and marketing intermediaries

(Benito et al. 1993; Leonidou 1997) have also been covered in an export context.

Market-related characteristics which refer to the “size and growth patterns, structures,
entry conditions, preferences, potential, and company position/share in overseas
markets” (Leonidou and Theodosiu 2004, p. 22), have also been investigated (e.g.,
Samiee and Walters 1990; Leonidou 1997; Robertson and Wood 2001) as antecedents

export information behavior.

Lastly marketing mix within the export market has been also properly covered in
studies in relation to exporting by Tesar and Tarleton (1982), Samiee and Walters

(1990), Leonidou (1997) and Chadry and Crick (1998).

From past studies on export information acquisition (e.g., Reid 1984; Bodur and
Cavusgil 1985; Leonidou and Katsikeas 1997; Souchon and Diamantopoulos 1997),
dissemination (Benito et al. 1993) and utilization (e.g. Souchon and Diamantopoulos
1996, 1999; Souchon et al. 2003; Toften and Olsen 2003; Vyas and Souchon 2003);
and those about the contribution of foreign market knowledge to export performance
(Samiee and Walters 1990; Hart and Tzokas 1999; Yeoh 2000; Richey and Myers
2001), Leonidou and Theodosiu (2004, p. 28) found that “the effect of specific

elements of information behavior on export performance was relatively weak”.

Given both the cost of collecting export information (Cavusgil 1983) combined with
risks of information overload (Souchon and Diamantopoulos 1997), both learning and
the development of an internal knowledge base have been integrated into international
learning frameworks (Yeoh 2004). Efficiencies in export decision-making are

associated with the development of an internal knowledge base (cf., Rich 1977).
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Within the context of an exporting organization, export memory refers to the export
information and knowledge (or encoded experience) stored for future use, that is
concerned about, and related to, the export function, and which could be brought to
bear on present export decisions (cf., Walsh and Ungson 1991; Berthon et al. 2001,

Forsgren 2002).

Proceeding from the previous discussions on export memory, the content of export
memory in this study would cover export knowledge and information that are already
distributed and interpreted within the organization (cf., Huber 1991; Sinkula 1994).
Specifying the coverage of export memory in this study is necessary because previous
researches on export knowledge and export information have not reached a consensus
on the domain of export memory (e.g. Samiee and Walters 1990; Souchon and

Diamantopoulos 1997; Leonidou and Theodosiu 2004).

Following the earlier discussion on organizational learning and the important role that
organizational memory plays within the learning process, it would be easy to
understand that within the export context, export learning (i.e., learning that is focused

on the export market and exporting issues) would make use of export memory.

Companies that learn during times of business prosperity prove to be the enduring
business victors (Sinkula et al. 1997). Also, learning becomes a sustainable strategic
advantage in export markets when export organizations learn at a rate that at least
equals the rate of environmental change (cf., Stata 1989), that must be better and faster
than their competitors (DeGeus 1988). In fact, learning at the individual, team and
organizational levels could be the sole competitive advantage in an environment where
most organizations are induced to learn (Ellinger et al. 1999). This is particularly
applicable for knowledge-intensive industries (Stata 1989) and the exporting arena
which face a turbulent environment. Indeed, the ability to learn and change would not
only be the advantage, but may be one of the most important mechanisms for sustaining

competitive advantage (Mason 1994).

The outcomes of studies on export information and export performance could be

extended to the study of export memory and its impact on export performance.
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An integral part of the study on information is its effect on export performance.
Information has been considered a strategic asset of an organization that allows it to
sense better the market and eventually achieve a better position over its competitors in
the market place (Porter and Millar 1985; Day 1994). The effective use of information
is essential in gaining competitive advantage since the firm can better understand its
foreign markets and in this way create a heightened customer value (Diamantopoulos

and Souchon 1999).

Companies using international marketing information are more likely to compete in
terms of prices, establish a separate export department which in turn results to higher
export profitability (Koh 1991). These findings are qualified by the study of Souchon
and Diamantopoulos (1997) where it was observed that there is no significant
relationship between the dimension of export information use and export profitability;
suggesting that information utilization in general in any mode would have an impact on

export profitability.

There were a series of studies concluding that there is a direct relationship
between foreign market knowledge and superior export performance such that
companies who are deprived of the information they need were not able to maximize
their potential overseas markets (Cunningham and Spiegel 1971; Kothari 1983;
Christensen et al. 1987; Samiee and Walters 1990; Hart and Tzokas 1999; Yeoh 2000;
Richey and Myers 2001). However, the specific effects of the elements of the
information did not have a significant relationship with export performance itself
(Leonidou and Theodosiou 2004). In general, export information behavior has been
related to export profitability — the degree of making profits from foreign market

operations (Leonidou and Theodosiou 2004).

The next section considers the importance of quality information and export
information use. These discussions are relevant since quality of information has been
known to affect the use of information and export performance (Goodman 1993;
Souchon and Diamantopoulos 1996; Diamantopoulos et al. 2003; Vyas and Souchon
2005; Toften 2005). Quality of information serves as the indicator of the value of the
information, which in turn encourages its use (Toften and Olsen 2002). As found by
Diamantopoulos et al. (2003), and Toften and Olsen (2002), “use of information has

frequently been seen as a critical determinant to export performance (Toften 2005, p.
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201),” Research on information quality is extended to export memory quality since

export memory use is likely to be determined by its quality.

2.3. Information Quality and Export Information Use

Some studies on quality information focus on the difference between objective and
perceived quality (e.g., Garvin 1983; Jacoby and Olson 1985; Parasuraman et al. 1986).
Zeithaml (1988, p.4) refers to “objective reality” as “actual technical superiority or
excellence of the products” and to “perceived quality” as “the consumer’s judgment
about the superiority or excellence of a product” (p.5). “Objective reality” pertains to
some predetermined standards of excellence which can be measured or verified.
However, there is some debate on how to conceptualise and measure quality (e.g.,
Curry and Faulds 1986; Sproles 1986) with some authors (e.g. Maynes 1976) espousing
the idea that there was no such thing as objective quality. For this latter group of
researchers, all quality evaluations are subjective. Since “all quality is perceived by
someone, be it consumers or managers or researchers” (Zeithmal 1988, p. 5), perceptual
quality was embraced over and above objective quality in this study. Furthermore,
quality is a “relative construct — one that varies according to a receiver’s context and
perspective — than as something that is absolute” (Maltz and Kohli 1996, p. 48). In
addition, people respond to what they perceive (cf., O’Reilly 1982; Menon and
Varadarajan 1992).

Quality being a complex (Gronroos 1982), multidimensional (Carman 1990) and
multilevel (Dabholkar et al. 2000) construct is difficult to pin down to a single
definition (Reeves and Bednar 1994; Toften and Rustad 2005). Furthermore, quality is
considered to be industry and context specific (Lapierre et al. 1999). Berawi (2003, p.

426) presented five definitions and perspectives on quality:

(1) Transcendent — Quality is neither mind nor matter, but a third entity
dependent of the two...even though quality cannot be defined, you know
what it is.

(2) Product-based — Quality is based on the presence or absence of a
certain attribute.

(3) Manufacturing-based — Quality is conformation to requirement.
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(4)User-based — Quality means fitness for use.

(5)Value-based — Quality means the degree of the excellence at an
acceptable price and the control of variability at an acceptable cost.

Any attempt at defining quality must be done in “accordance with the customers’ and
users’ expectations, needs and wants” (Toften and Rustad 2005, p. 677). The evaluation
of quality in information is more than ever determined by the user who evaluates it in
terms of its fitness for the purpose for which it is going to be used, for example, “stock
quotes delayed by fifteen minutes are accurate but of little value to real-time stork

traders” (Wang et al. 1998, p. 101).

Wang and Strong (1996) identified sixteen information quality dimensions, namely,
accuracy, objectivity, believability, reputation, accessibility, ease of operations,
security, relevancy, value added, timeliness, completeness, amount of information,
interpretability, ease of understanding concise representation, and consistent
representation. These sixteen dimensions are grouped in four categories, namely: (1)
intrinsic information quality; (2) accessibility information quality; (3) contextual
information quality; and (4) representational information quality. These findings were

adapted in the study (see Table 7.1, Chapter 7).

Research on the quality of export market information is scarce (Shuzeng 2003).
Encouragingly a recent study by Toften and Rustad (2005) focused on the quality of
export information wherein they considered the attributes of information quality of
export market assistance. Export market assistance would include “first, standardized
and customized market information and guidance on exporting and export marketing,
and second, more comprehensive programs ranging from helping firms research
specific foreign markets, market visits — individual or with trade missions — trade fairs,

to actual market entry” (Seringhaus 1985, pp. 294-295).

Just like a product that has a life cycle which needs to be managed, information also has
its own life cycle (Weitzel 1987; Souchon and Diamantopoulos 1996) which also needs
to be managed for the information to remain competitive. At the heart of managing the
information is the effort of ensuring that its quality stays at a level that makes it
appropriate to the purpose for which it is going to be used (Wang et al. 1998; Ballou et
al. 1998).
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Quality of information is even more crucial for companies engaged in business abroad,
than for counterparts limited to their domestic market, because of higher risks due to
great diversity in foreign markets, multiplicity of the parameters involved in selling
abroad, existence of new variables not present in domestic operations, and the high
intensity in international competition (Johanson and Valhne 1977; Reid 1981; Denis
and Depelteau 1985; Belich and Dubinsky 1995; Leonidou and Adams-Florou 1999;
Yeoh 2003). Companies operating in highly complex and volatile foreign marketing
environments face greater uncertainty and, therefore, require more and diverse
information of good quality (Welch and Wiedersheim-Paul 1980; Cavusgil 1985;
Menon and Varadarajan 1992).

Organizations use export information to reduce uncertainty and use direct modes of
sharing information to reduce ambiguity (Balasubramanian 2003). But with the
increasing number of export information sources available to managers and other
members of an organization, greater focus is given on the quality of information that an

organization adopts (Gelle and Karhu 2003).

At this juncture, it must be noted that possession of information is not the sole basis for
efficient decisions in an exporting environment. The critical element is the process of
making decisions based on the available data (Souchon and Diamantopoulos 1996).
Although mere possession of high quality information is significant insofar as
maintaining the decision-makers’ levels of confidence and certainty is concerned
(Diamantopoulos et al. 2003), the impact on a company’s performance depends upon
its use (Souchon and Diamantopoulos 1996; Diamantopoulos and Souchon 1999). In
this context, the quality of information directly affects information use (Low and Mohr
2001). Higher quality of information results in higher probability of its use in decision
making and performance evaluation since it gains higher trust from managers (Low and
Mohr 2001). This phenomenon could be the result of greater perceived utility of

information of high quality (Souchon and Diamantopoulos 1997).

The distinction between an exporting organization that only holds information and one
that uses it becomes critical since the same information could easily be available to
competing companies at the same time. In this context, the treatment of the information
differentiates the capability of one company from another (Zaltman and Moorman

1988; Diamantopoulos et al. 2003).
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Organizational success is not a function of the volume of information possessed but of
the use of strategically significant information (Bierly et al. 2000). This principle of
information use has been examined within several disciplines like social science
research and evaluation (e.g., Weiss 1981), organizational behavior (e.g. Kilman et al.
1983), social policy decision making (e.g., Caplan et al. 1975; Knorr 1977 and Weliss
1977), management (e.g., Boisot 1998), marketing (Deshpande and Zaltman 1982,
1984, 1987; Sinkula 1990; Moorman et al. 1993; Menon and Varadarajan 1992),
including export marketing (Diamantopoulos and Souchon 1999; Souchon and
Diamantopoulos 1996, 1997, 1999). Studies in these fields suggest that mere possession
of information does not ensure effective and efficient management actions (Souchon

and Diamantopoulos 1996).

It is important that export information is available and that it is used properly by the
organization in order for it to succeed in its venture abroad (Leonidou and Katsikeas
1996). Information could be used to: (a) understand better the different players in the
market where the company wants to enter; (b) allow the organization to monitor the
ever-changing environment which is sometimes characterized by intense environmental
turbulence; (c) help develop alternative marketing plans which are reliable and doable;
(d) offer solution to specific marketing concerns such as pricing issues, entry strategies
into new markets, product development, and the set-up of new distribution channels;
and e) improve control through better monitoring systems and a more accurate
evaluation of company performance (Tull and Hawkins 1993; Zikmund 2000; Churchill
2001; Leonidou and Theodosiou 2004).

The way information is used largely depends on the nature of the information
requested, the particular sources from where it is requested, as well as the extent to

which it is disseminated to the right people (Souchon and Diamantopoulos 1997).

There are three dimensions to information use: instrumental, conceptual (Caplan et al.
1975) and symbolic (Vyas and Souchon 2003). Instrumental use refers to the
application of information to resolve a specific problem or provides the basis for a
particular decision (Deshpandé and Zaltman 1982). Conceptual use, on the other hand,
refers to the application of information for the enhancement of managerial
understanding of general issues, without solving any one specific decision (Moorman

1995). It broadens and enriches the managers’ stock of theories, models, and

70




Chapter Two: REVIEW OF THE LITERATURE

assumptions that will help them later in decision making. Symbolic use refers to the use
of information in a way which differs from its original purpose (Menon and
Varadarajan 1992). Examples of this phenomenon were summarized by Vyas and
Souchon (2003, p. 72) such as social use (Menon and Varadarajan 1992), power-
seeking use (Beyer and Trice 1982), affective use (Menon and Wilcox 2001),
legitimating use (Sabatier 1978), self-promoting use (Feldman and March 1981),
symbolic non-use (Souchon and Diamantopoulos (1997), haphazard use (Glazer et al.

1992), and information distortion (Bettis-Outland 1999).

The degree to which all three forms of information utilization affect decision-making
could be viewed as the extent of use (Menon and Varadarajan 1992). Notably, both the
form and extent of information utilization are determined to a large extent by the
perceived usefulness, credibility, and usability of the information acquired, as well as

the time and effort expended to acquire it (Menon and Varadarajan 1992).

Studies on export information use show only two dimensions to use, where
instrumental and conceptual use has been merged into one single dimension (e.g.,
Diamantopoulos and Souchon 1999). For Diamantopoulos and Souchon (1999, p. 4),
they merged instrumental and conceptual use into one dimension because in their study,
“all factors appeared to encompass both instrumental and conceptual elements, making
it very difficult to give clear differential meaning to each factor.” Williams (2003) and
Toften (2005) followed this approach. Since this research is an exploratory study on
export memory use, three dimensions were used following the items used by
Diamantopoulos and Souchon (1999). However, as it will be seen later in the measure
development of export memory use in Chapter Nine, four export memory use

dimensions were derived.

The way in which export information is used is affected by environmental factors,
organizational influences, export-specific elements, information-specific parameters

and information-acquisition modes (Leonidou and Theosidou 2004).

Companies require highly diverse information in order to cope with complex and
volatile marketing environments which involve higher levels of uncertainty (Glazer
1991). Thus, in international marketing with more turbulent environment, foreign

market information is an important means to business success (Belich and Dubinsky
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1995). Information on the foreign market provides coherence to a market which would
otherwise be difficult to comprehend. Then again, managers are often confronted with
an overload of international market information, which makes it difficult, and in many
cases frustrating, to sort out what is relevant, useful, timely, and consistent for the
specific export management problem at hand (Cavusgil 1985; Wood and Goolsby
1987). Discussion of other likely determinants such as organizational influences,
export-specific elements, information-specific parameters and information-acquisition

modes would be discussed later in Chapter Four.

The foregoing discussions validates the theory that the structure of an export marketing
system has three basic components: (a) the background factors influencing the
information behavior of marketing managers; (b) the actual processing of information
taking place in the organization with respect to determining, acquiring, disseminating,
and utilizing information; and (c) the role of information activities in shaping the firm’s

competitive advantage (Leonidou and Theodosiou 2004).

2.4. Export Memory Quality and Export Memory Use

As noted in the previous section, export information is an important component of
effective and efficient export marketing decision-making. Because of this, most
organizations have a form of storing information, although this storing system 1s
generally designed for “hard data” rather than for “soft information” (Balasubramanian
2003). This storing system would not suffice because export memory also include soft
information elements such as export experience and skills that are critical but difficult
to articulate and retain (e.g., “managers’ ability to sort through a clutter of excess
information, identify and focus on essential variables and processes, and learn how
these processes drive path-dependent performance over time” (Malter and Dickson
2001, p. 100). Such eclements guide organizations in maximizing opportunities

(Liebeskind 1996; Y1i-Renko 2002) and other resources (Penrose 1959; Grant 1996).

Export memory is especially important for an organization because knowledge plays an
important role in the internationalization process of an organization (and exporting is
one of the first ways in which organizations internationalize) and the greater difficulties

and cost of getting information about the foreign market makes it advantageous to store
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what the organization has gained (Johanson and Valhne 1977; Ongvisit and Shaw 1993;
Forsgren 2002; Yeoh 2003). Furthermore, within export learning, export memory plays
strategic role (cf., Day 1994). Accumulated export information and experience are
strategic advantages for an organization because they provide a firm with “superior
capabilities, which are costly and difficult for others, such as competitors, to attain”
(Chetty and Eriksson 2002, p. 309). Furthermore, tacit knowledge further makes an
organization coherent by providing the foundation for “how organizations make

decisions and how they see the world” (Riesenberger 1998, p. 96).

However, following the same logic and findings that it is the use of export information
and not its mere possession which will have an impact on export performance (Souchon
and Diamantopoulos 1996, 1997), it is safe to say that the storage of export knowledge
(export memory) does not directly create the strategic advantage of the organization but
rather it is the use of that export memory which is likely to have an impact on export
performance. Simply being in possession of a good memory bank is not valuable per se
(Abell and Oxbrow 2001). An organization’s memory use has primacy over collection
of memory (Moorman and Miner 1998). It is valueless unless put to use (Moorman and

Miner 1998; Ortenblad 2004).

In a similar vein on the importance of export information quality (Osman et al. 2001),
what is of interest to exporters would be the development of export memory quality.
The literature points to the idea that firms’ memories can be high or low quality: a high
quality memory system will provide access to internally stored information in a reliable
way, and the information will be accurate and trustworthy, in contrast to a poor quality
memory system, which may be unreliable, or provide inaccurate information (cf., Wang
and Strong 1996, Low and Mohr 2001; Maltz et al. 2001; Toften and Olsen 2004,
Toften and Rustad 2005). A primary prerequisite for an effective use of export memory
is the export memory’s level of quality. The perceived value of export memory 1S

probably the main impetus for its use (Toften and Olsen 2004).

It must be clarified that the merits of the structures of an organizational memory should
be distinguished from the content of these repositories. By structure, it would be limited
to the “storage retention facilities that comprise the structure of memory” that could
include “individuals”, “culture”, “transformations”, “structures” and “ecology” (Chetty

and Eriksson 2002, p. 144). This qualifies the criticisms against organizational memory
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as hindrance to learning because these defects are usually directed towards the contents
of organizational memory and not against its structures (Walsh and Ungson 1991).
Memory quality is an important prerequisite to having a useful memory. Having said
that, with high quality export information comes high quality of export memory (Low
and Mohr 2001) — likely to be a key factor in distinguishing export functions that learn

well versus those that do not.

Any current research on export memory should not only study export memory per se
but cover the specific area on the quality of export memory since organizational

memory of high quality is the main aid to the decision-making process (cf., Day 1994).

In studying export memory use, the research findings and studies on information use in
general (e.g. Kilman et al. 1983; Menon and Varadarajan 1992) and export information
use (e.g. Souchon and Diamantopoulos 1996, 1997; Vyas and Souchon 2003) in
particular could be a good starting point for a study on the use of export memory
because fundamentally export memory shares basic characteristics with information
with their main difference based on their temporal qualities (Walsh and Ungson 1991).
Export memory influences the way managers make decisions (cf., Grant 1996;
Kyriakopoulos and De Ruyter 2004), and their agenda formation (cf., Bardin and Majer
1983; Day 1991; Choo 2001). For example, export memory on prices could be applied
directly to solve a problem on pricing the product. It could also help the organization
assess how the competitors will react to its own price change. From a conceptual
perspective, organizations may use their export memory to simply gain a better
understanding of the structure of competition without any decisions actually made for
the time being. In this study, export memory use is conceptualized into three (i.e.,
instrumental, conceptual and symbolic uses) which would be discussed further in

Chapter Four.

In Chapter Two, the importance of organizational learning in export marketing has been
addressed. Specifically, organizational memory’s role in learning was demonstrated
both in terms of its positive and negative effects. Succeeding discussions placed
organizational learning and organizational memory In an export setting. Review of
literature shows that export memory quality and its use, together with their antecedents,
were not studied before. Thus, it was necessary to address this gap in Chapter Three.

Three general tasks would be done in the next chapter. First, the constructs of export
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memory quality and export memory use would be developed; second, items for
measuring these constructs would be developed; third, the nomological net surrounding

these constructs would also be developed.
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Chapter Three: EXPLORATORY INVESTIGATION

The preceding literature review discussed the nature and importance of organizational
learning as a sustainable competitive advantage. It also presented the role of
organizational memory both as a determinant of the organizational learning process and
its output. The literature review also highlighted the importance of export memory in
the export decision-making process, and its likely positive impact on export
performance. However although different dimensions of organizational memory have
been studied within varied contexts, several important issues remain still need to be
examined, such as memory quality, memory use, and memory in an export context.
Since export memory has never been studied before, an exploratory study was
undertaken to help conceptualize export memory and to identify critical factors
affecting the creation of export memory quality. The study also intended to assess the
subsequent effect of export memory on its use and on export performance (Silverman
2000). This chapter presents the exploratory investigation resulting in the formulation
of a comprehensive framework of export memory. Based on the review of extensive
related literature, this chapter sets out to achieve the following objectives: a) to
conceptualize export memory quality and its likely dimensions, b) to develop a pool of
items to capture export memory quality, ¢) derive a framework of the nomological net
surrounding export memory quality (its antecedents and consequences), d) to
conceptualize export memory use, ) to develop a pool of items to capture export
memory use, and f) to complement the literature in deriving a framework of the

nomological net surrounding export memory use (its antecedents and consequences).

3.1. Methodology

The methodology used in a study is determined by the objectives of the research
(Silverman 2000). Decisions about design, measurement, analysis, and reporting flow
from the purpose of the research (Patton 1990). Creswell (1998) explains that

qualitative research is appropriate in the following instances: (a) when the research
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question starts with a “how” or “what” and not with a “why”; (b) when the research
topic needs to be explored; (c) when there is a need to present a detailed view of the
topic; and (d) when there is sufficient time and resources with which to undertake the
field of study. Thus, considering the objectives set earlier, qualitative research was

deemed both appropriate and warranted.

3.1.1. Research Design Overview

Within the qualitative research stream, there are several methods to choose from,
depending on the goals and setting of the research topic. A presentation of different
qualitative methods together with a short description of each one of them follows

(Miller and Salkind 2002, p. 163-164):

Narrative approach — the focus is on collecting stories of lived experiences, originated
in the areas of literature, psychology, sociology, anthropology; data collection is done
primarily through interviews and documents; analysis of data through stories, re-stories,
themes, and description of context; in terms of narrative form it takes a chronological

story of an individual life.

Phenomenological approach — the focus is on understanding the essence of experiences
surrounding phenomenon; originated in philosophy, sociology, and psychology; data
collection covers long interviews with up to 10 people; data analysis uses statements,
meanings, meaning themes, general descriptions of the experiences; narrative form

involves a description of the “essence” of the experience.

Grounded theory — the focus is on developing a theory grounded in data from the field;
originated in sociology; data collection involves interviews with 20 to 30 individuals to
“saturate” categories and detail a theory; data analysis use open coding, axial coding,

selective coding; the narrative form is a theory or theoretical model;.

Ethnography — the focus is on describing and interpreting a cultural and social group;
started in cultural anthropology and sociology; data collection involves primarily
observations and interviews, with additional artifacts, immersing oneself as part of the

group/community for an extended time in the field (e.g., 6 months to 1 year); data
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analysis uses description and thematic analysis and interpretation; narrative form is in

the form of a description of the cultural behavior of a group or individual.

Case study research - the focus is on developing an in-depth analysis of a single case or
multiple cases; started in political science, sociology, evaluation, urban studies, and
other social science; data collection involves multiple sources: documents, archival
records, interviews, observations, physical artifacts, quantitative data; narrative form is

in an in-depth study of a “case” or multiple “cases”.

Due to the research issue being explored in this research, a case study approach was
chosen as a suitable and convenient method in achieving the objectives of this specific
research because it allowed the development of rich information about export memory
quality and the use of export memory where no study has yet been done. Case study
research, as mentioned earlier, is an in-depth study of a bounded system wherein the
researcher chooses the case that will best illuminate an issue or provide substantial
information on the research problem. Within this method, the researcher determines the
importance of the case itself. By asking questions and gathering multiple forms of data,
an in-depth understanding of the case and the issues of the research is achieved.
Detailed accounts of the case/s are presented with in-depth analysis of issues and
themes which the case presents. Finally, the researcher interprets the meaning of the

case analysis (Stake 1995).

The interview method sets itself apart from other qualitative methods such as
observations, by allowing the researcher to probe deeper into the behavior of the
respondent like finding out what is in a person’s mind or clarifying a person’s answer.
(Patton 2002). Accordingly, interviews are suitable for gaining insights into what
eXpOort Memory Users conceive export memory quality to be, as well as find out their

uses for export memory and its subsequent impact on their export performance.

Interview research is an iterative process during which the final design emerges. As the
interviews progress, the interviewer gains new information from which s/he updates the
interview guide and build succeeding interviews (Johnson 2002). Questions change
during the process of the research to reflect an increased understanding of the problem
(Creswell 1998). At each stage of the interview process, information is gathered,

analyzed, winnowed and tested. The later in-depth interviews become more focused on

79




Chapter Three: EXPLORATORY INVESTIGATION

specific probes and act as verification of earlier interviews (Rubin and Rubin 1995;
Johnson 2002). Johnson (2002) explains that the number of interviews needed to
explore a research question depends on the nature of that question and the kind or type
of knowledge the sought. Glaser and Strauss (1967) advised researchers to continue
interviewing until a state of theoretical saturation is reached or where nothing new can

be learmed.

Interview limitations include response effects and level of accuracy. For example,
distorted answers may occur due to political factors, personal bias, anger, and anxiety
of the person being interviewed. Patton (2002, p. 306) remarked that “Interview data
are also subject to recall error, reactivity of the interviewee to the interviewer, and self-
serving responses.” These limitations were addressed in this research by gaining the
confidence of each interviewee through a professional and academic approach right
from the time they were contacted for the interview. More specifically, the following
techniques were employed. First, written communications were on sheets of paper
bearing the official letterhead of a British university, which gave the project credibility.
In the Philippines, educational institutions normally evoke respect from the public,
more so a foreign university (especially a Western one). Initially, the letter was faxed,
and subsequently followed up by a telephone call. Second, the research assistants who
helped contact the companies were affiliated with the University of the Philippines, the
most prestigious university in the country. Although Filipinos may have high regard for
foreign universities over local ones, they nevertheless hold in high esteem the top three
universities in the country. Companies normally perceive the professors and students
from this university to be highly credible. This impression was reinforced by the
assistants’ good command of spoken English and their polite demeanor. Third, the
interviewees were reassured that the research results would only be used for academic
purposes and that the interviewees and their companies would not be identified in the
study. Confidentiality was emphasized. Fourth, the interview proper began with a brief
discussion between the interviewee and interviewer in order to set the respondent at
case. One way was to find common connections or interests with the interviewee, like
finding out if they were from the same university or have common acquaintances.
Another way to gain the confidence of the interviewee was for the interviewer to give

first a short history of his personal and professional background. Patton (2002) clearly
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described the relationship between the interviewer and the interviewee in the following

words:

As an interviewer, I want to establish rapport with the person I am
questioning, but that rapport must be established in such a way that it does
not undermine my neutrality concerning what the person tells me.
Neutrality means that the person being interviewed can tell me anything
without engendering either my favor or disfavor with regard to the content
of her or his response. I cannot be shocked; I cannot be angered; I cannot
be embarrassed; I cannot be saddened. Nothing the person tells me will
make me think more or less of the person (Patton 2002, p. 366).

In the actual interview, the interviewer emphasized that there was no right or wrong
answer. What was important was to get objective answers from them as much as
possible. The interviewer avoided asking leading questions, but empathized with the
interviewee by showing a keen interest in what the interviewee was saying.

3.1.2. Research Instrument

In-depth interviews were used to gain a deeper understanding of the specific
phenomenon called export memory. The use of in-depth interviews has been known to
be an effective way of acquiring “deep” information and knowledge about the subject

being studied (Mariampolski 2001; Johnson 2002).

Semi-structured interviews were employed. This method follows general guide
questions defining areas of interest which allows more flexibility and responsiveness in
exploring the answers given by the respondent (Arksey and Knight 1999). In a semi-
structured format, the interviewer wants to know more specific information, and thus
introduces the topic and then guides the discussion by asking specific questions (Rubin
and Rubin 1995). These interviews followed a general script and covered a list of
topics, but were also open ended (Bernard 2000). This method was chosen for several
reasons. First, “key informants” were export decision-makers, busy managers in charge
of the export operation. Having a semi-structured interview provided focus and
direction to the interviews, allowing the use of time more efficiently. Furthermore, the
interview guide in a semi-structured interview helps make interviewing a number of
different people more systematic and comprehensive by delimiting in advance the

issues to be explored. Second, an extensive literature review on the research topic had
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already been undertaken (Miles and Huberman 1994). The semi-structured interview

used can therefore build on the findings gained in the survey of the literature.

The initial interviews covered the conceptualization of export memory quality,
antecedents to export memory quality, use of export memory, and effects of export
memory use on export performance. An original set of questions was prepared
containing 54 questions. Many of the questions were based on the literature. Upon
further analysis of the questions, six basic questions were derived and became the

backbone of the interviews (see Appendix 3.1).

The interviews started with a few guide questions. As the interviews progressed,
additional questions were asked to either clarify their answers or to make them expound
more on the issue. New questions were asked as the respondents fully covered the

preceding questions. .

3.1.3. Sample Design and Data Collection

The sample of interviewees was chosen from the list of exporters compiled by the
Department of Trade and Industry of the Philippines. Due to time and cost constraints,
a convenience sample of respondents located within Metro Manila (the main
commercial region of the Philippines) was selected (Table 3.1 below). According to
Saunders et al. (1997), non-probability sampling techniques can be used when the
objective and research question do not require statistical analysis of the population from

which the sample is taken.

A sample size of 11 exporting organizations was chosen based on the following criteria:
size, company age, export specificity, export dependence, and industry. It was deemed
important to get the views of export managers across industries as well as have
representatives from all sizes of companies. Efforts were made to have a sample of
companies with diverse backgrounds and characteristics. Purposeful sampling using
maximum variation strategy (Patton 1990) was used in choosing the companies L. In
purposeful sampling, cases are chosen for the richness of information which can be

derived from them, and not for empirical generalization from a sample to a population.
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Maximum variation (heterogeneity) sampling captures and describes the central themes
that cut across a great deal of variation. When a small but diverse sample is used, “any
common patterns that emerge from great variation are of particular interest and value in
capturing the core experiences and central, shared dimensions of a setting or
phenomenon” (Patton 2002, p.234).The varied backgrounds of the companies chosen

allowed the examination of how different factors may be related to the topic of interest.

The basic unit of study was the export department or export function. The interviewees
were briefed on the scope of the research. Although some common basic questions
were asked to all respondents, questions varied and developed as the interviews
progressed (see section above). As much as possible layman’s words were used to
simplify the interviews. Results from each interview helped shape the questions which
were asked in the succeeding interviews. A substantial part of the original set of

questions was based on the work of Procter et al. (2000).

3.1.4. Data Collection

Eleven export managers/owners were interviewed during the month of February 2003.
The purpose of the interviews was primarily to help build the model of export memory
quality and use: their antecedents and outcomes and the pool of items for their
measurement. The respondents were notified about the request for an interview either
through a faxed letter or a message sent via e-mail. After doing the pre-notification,
research assistants made phone calls to elicit managers’ commitment and set up
appointments for the interviews. Eighty-five percent of those companies contacted

willingly accepted the request.

As noted by Arksey and Knight (1999), an hour-long interview is sufficient but a
leeway must be provided for possible distractions and interruptions. Taking such a
suggestion, the average length of interviews was roughly an hour and a half,
considering the range of topics for the conceptualization of quality export memory,
antecedents to quality export memory, export memory use and the effects of quality

export memory on export performance.

All interviews except one were taped and later transcribed.
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Companies varied from small, medium, and large organizations based on number of
employees. Industries represented included handicrafts, leather goods, food, appliances,
furniture, and herbal medicine. Most companies have been exporting for over 25 years

while a few others have had much less exporting experience (see Table 3.1).

Table 3.1 Profile of Sample Used in Exploratory Investigation

Company ~ Sector  Size _ Export  Lengthof

Dependence  Exporting
. (%) asof2003

. - _ _ (Yeay)
A Handicrafts Medium 90 30
B Appliance Medium 1 1
C Electronics & Large 20-40 20

Appliance

D Furniture Medium 40 17
E Food/Beverage Large 5 5
F Agribusiness Large 100 21
G Food Large <15 15
H Fumiture Medium 30-40 17
| Bags, Shoes and Medium no data 27

Accessories
J Food Medium 40 23
K Herbal Small no data 12

3.1.5. Analytical Procedure

A combination of within- and cross-case analysis was used to analyze the output of the
interviews as advised by Miles and Huberman (1994). Using multiple cases, first, a
detailed description of each case and themes within the case, called within-case analysis,
were done. Furthermore, assertions and an interpretation of the meaning of the case
were also made. The within-case analysis provided a deeper understanding on how
organizations develop their export memory and how they use it in their operation. The
cross-case analysis identified similarities and differences between exporting
organizations and discerned the systematic associations between variables (Creswell

1998).
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The cross-case displays are presented in Figure 3.1 below. Within case displays are

presented in Appendix 3.2.
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3.2.1. Export Memory Quality

In describing what export memory quality is the following adjectives were brought out
by the respondents: accessible, accuracy, complete, concise, credible, understandable,
adds value, objective, relevant, timely, usable, useful, and up-to-date. Please refer to
Table 3.2 for a detailed presentation of quality attributes with the appropriate quotations

from the interviews.

Table 3.2 Quality Attributes of Export Memory

“So everybody should be able to access it.” (Company D)

*  “The quality — the ability to retrieve information, t ness, that
people would be able to understand.” (Company F)

S R

x  “Of course they have to be complete. As much as possible we want them complete.”
(Company H)

“It should be clear and concise and concrete.” (Company F)

¥ “Yeah. The way its formatted should be...essentially can easily be digested by... from the
director down to the account executive. “ (Company E)

———— ™

* “Quality of source.” (Company H)
*  “The information should be believable; 1 mean information that has basis.” (Company D)

¥ “Who published the information, are they responsible institutions, and are they government
institutions?” (Company D)

* “Well, it’s [information] based on facts.” (Company E)

. .
x  “I’m conscious about the data because I do trend analysis. I do a lot of spreadsheet analysis.
I can tell stories based on numbers, that’s me, that’s basically my training. *“ (Company E)

Table continues on next page.

86




\,T Chapter Three: EXPLORATORY INVESTIGATION

¥

“Those who need it should be able to access it and be able to understand it. If not then it’s
useless, right?” (Company D)

*  “Let’s say something concrete, something understandable, sometimes when I write things

down when there is no computer and people don’t understand what I write, then it’s useless,
right?” (Company D)

*  “Memory should be reliable, up-to-date, and simple.” (Company E)

*

“The information we store should be able to add value to our decision making process.”
(Company Q)

*

“Memory should not be emotional...the effect of memory should not be emotional. It
should provide information... (Objective) yes and information should never be positive or
negative. It has to be used as a resource for positive things.” (Company E)

* “Well, it’s [information] based on facts.” (Company E)

“Addresses change so I guess what’s important is its relevance.” (Company H)

*

“Qur stored information should be timely which means that it should be able to address the
problem we have on hand.” (Company G)

* Because a memory which you cannot even use on a day-to-day operations of particular

companies is a (trash)” (Company B)

£

“It depends on the objective. If the objective is on the sales review and if you want to see
the current growth. So it depends on how you use it. You can say good or bad when the
objectives are clearly defined.” (Company J) on the attributes of a good stored information.

*

“It has to be reliable and it has to be very objective. It has to serve the need of the director
down to the account executive.” (Company E)

*

“And then prior to that of course what we try to do is to update that information.”
(Company H)

* “Number 1 it’s like a map...it’s like a map that you regularly update that your new

streets...” (Company E)

Accessibility of export memory is also important. Since making quick decisions is the
norm in exporting, decision-makers interviewed found it necessary to have access to the
stored information when needed. Delay in decisions may mean losing the export deal.
However, export memory should only be accessed by those who have the right to know
and to use it. Company H explained: “We distribute export information only to those
directly involved. We do try to keep it confidential. It’s very had to get a list and we
don’t want our information getting to the wrong hands. It can be costly for us. It’s only

within those directly involved. Others have parts of the information. For example, the
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manufacturing department may know who the buyer is although they don’t have the

complete data on the buyer.”

Accuracy is another quality attribute that exporters valued. For example, when looking
at the information on the addresses of prospective foreign customers, exporters were
very concerned about getting the right or exact address of these foreign buyers. As
company G mentioned, “We are very interested in having information about our present
and prospective clients. We try to make sure we keep the right information with us.”
Importance of accuracy surfaced on product requirements. Since the export market is
known to be more meticulous than the local ones, the exporters were concerned that
they have the right specifications of the orders. For example, in the bags, shoes, and
accessories business, Company I was particular about keeping with them in the office
exact color hues of the leather goods for reference. This allowed them to deliver the

products exactly in the required dimensions.

Completeness of information is also highly regarded by exporters. Company D said,
“One important resource we have is the list of prospective buyers. I appreciate if the
information we have is complete, for example the mailing address, phone numbers, and

contact person.”

Company F said, that “information presented to top management should be concise

because top management does not have much time to go over the information.”

Since information now comes in different forms, exporters appreciate information that
they could easily grasp. The consistent representation of information helps achieve this
goal. Company G for example mentioned “We appreciate that the documents and
information we conserve are written in a language that everyone in our organization
could understand and that would be in English.” Consistent representation may also
involve measurements and specifications. Company G continued, “Different countries
may use different measuring standards, some use the metric system while others use the
English system. We try to make sure we know what the specifications are for our

products.”

Credible information normally comes from credible sources. The exporters expect that

the information they store are credible. One way to do so is to check the sources where
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the information comes from. As Company D said, “Who published the information?
Are these responsible institutions; are they government institutions?” Company D
added, “It is easier to act on credible information than on one whose credibility is

questionable.”

Organizations would like that the information they store could allow them to interpret
the meaning of the information easily. As Company E mentioned data sheets are a great
source of trend analysis for him. For Company H, the information they acquire and
later store should provide them clear indications on where the next big market for
furniture would be. Company H said, we look for areas where there are strong hotel

developments are and from there we get a feel on where to focus our attention.”

It is important that what is stored is easily understandable. As Company D said, “Those
who need it should be able to access it and be able to understand it. If not then it’s
useless, right?” The documents that the organization keeps should be easily understood
by everyone who would use it. Company D manager stressed that she made sure she
types her notes on the computer because some people might not be able to understand

her handwriting.

Organizations expect that the information they store will add value to their operation if
not these would not be worth keeping. Company D explained, “We keep information in
our assoclation’s library because they are important. Information is important to ward
off competition. Any member can go to our library and get hold of information about
our markets.” Company A said, “Before I commit to a business deal, I would first look
at my company’s situation to see if we have the capability to deliver.” Company A
further added, “I look at my experience when making a decision. This helps me assess
for example the credibility of the client.” Exporters are aware that information (and
therefore memory) is not free. It costs. For them, export memory is of good quality if
the cost of acquiring and storing it is deemed worthwhile vis-a-vis the value it adds in

enhancing decisions.

Factual stored information is highly valued by organizations. Organizations are keen to

distinguish facts from opinions.
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Company H explained the importance of relevance and completeness: “Well, it’s
[information] based on facts, Addresses change so I guess what’s important is its
relevance. We check its relevance when we sent out e-mails. From those we find out
how many will retun because of wrong addresses or the clients have already changed

their email address.

Company G spoke on the importance of having stored information that is timely.
Company G said, “Trade regulations in countries change. We try to make sure that we

have with us their present regulations. This facilitates our decision making.”

Export memory must be usable. For example, Company B declared that “a memory

which you cannot even use on day-to-day operations of particular companies is a
(trash).”

For all the exporters interviewed, the €xport memory has to be useful. In short it has to
serve the objectives of the organization. As Company G declared “We keep information
because we know that it will be useful for us to do so. We base our decisions on what
we know.” Exporters consider usefulness of information as another criterion of quality.
Achieving usefulness requires that information has been properly analyzed in the first
place. Company J and E explam this point: “Well, T think any information if you
analyze (it) very well is very helpful and important” (Company J) and “It [export

memory] has to be processed to be relevant to the user” (Company E).

Information stored in an organization’s export memory has to be up-to-date. Since most
of the exporters interviewed gave a lot of importance on list of present and potential
clients, they fully espoused the importance of having these lists up-dated on a regular
basis. Nine out of the 11 respondents named relevance, usefulness, and being up-to-date
as primarily important for them. Many of the respondents considered basic information
such as names of contact people abroad and details of their contact information as very
critical information which they need not only to obtain but also keep (and therefore
enter into the memory bank). The content of this kind of information may change on
Occasions since people in charge of importing goods may change or their phone
numbers and office address may also change. The exporters find it very useful if such

information which they have in store s, for example, up-to-date and complete.
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Following the above discussion, export memory quality can now be defined as the
degree to which stored export information exhibits the attributes of accessibility,
accuracy, completeness, concise representation, consistent representation, credibility,
being easy interpreted, being easily understood, having value added, objective,
relevance, timeliness, usability, usefulness, and being up-to-date, which export memory

users consider to be important in achieving good quality export memory.

3.2.2. Antecedents to Export Memory Quality

3.2.2.1. Information Acquisition

For all the export managers, information is important. All of the 11 respondents believe
that decisions they make are supposed to be based on well founded information, be it

acquired for the purpose at hand, or stored information as export memory.

The way the exporters interviewed build export memory is through the acquisition of
export information. The most popular source of information among the present sample
is national and international trade fairs which are attended by four of the respondents.
The following are the other sources of information indicated by the number of
companies that use them: market encounters (3), the internet (2), embassies (1), client’s
office (1). The main purpose of acquiring information, according to two respondents, is
to assess the level of competition in the international market and to update their export

information knowledge.

In four out of the 11 companies interviewed, which are also the only respondents with
large company size, acquisition of export information is done through a formal
structured process, although unstructured and informal ways of acquiring information

were common to all.

Frequency of acquisition as well as source of information varies. The bigger
organizations are more conscientious in getting information regularly on a weekly,
monthly and yearly basis. Due to financial constraints, attendance at foreign trade

shows is limited. Instead, small to medium sized businesses rely on cheaper forms of
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information sources such as Buyers’ Guide from Chamber of Commerce and Industries
(1), Buyers’ Product Lines from the Philippine Exporters’ Federation (1), news on
market trends from the Department of Trade and Industry (1) and the outlook of the

business community from newsletters (1).

Company J explained the importance of cooperation from customers in getting quality
information by stating the following: “It depends on the cooperation of the customer
abroad. The willingness to share and the company you are dealing with and of the type
of the orientation of the customer.” In this instance, customers are very rich source of
market information. However, as a supplier, company J depends on the willingness and

openness of their clients to share information.

For all the companies interviewed, a quality process of acquiring export information
bodes well for a high quality export memory since the information acquired becomes
the substance of what actually will be stored. For example, if the information comes
from credible sources, then the stored information will most probably be an objective or
accurate one. Company G said,, “We check the sources of our information, since it’s a
good way of assessing the quality of the information we are getting. If it just comes
from the internet, we sometimes need to double check the objectiveness of that

information if we don’t know who wrote that information.

3.2.2.2. Sharing of Information

All of the export managers interviewed rated information sharing within the
organization as ‘“very important”. Most of the methods used for information
dissemination are informal. Only two companies mainly use “categorized information
dissemination” and training courses for sharing information while the rest rely mainly
on informal meetings or on other informal methods like memorandums, emails, phone

calls, visits and information conversations.

As noted by one respondent, casual talks along the hall way are effective. Another
respondent mentioned that their export office does not have physical divisions to

emphasize the point that information must be shared by everyone in that specific office.
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Only two companies have formal structures for sharing information usually in the form

of organized training programs.

However, there is limited access by lower managerial employees to high quality
information, which is described by respondents as “confidential”. Company H
explained: “Only the people directly involved because we do try to keep it confidential.
It’s very had to get a list and we don’t want our information getting to the wrong hands.
It can be costly for us so it’s only within those directly involved. And we’re a slim
organization so maybe we’re talking about three or four people. Others have parts of
the information like the manufacturing may know who the buyer is although they may
not have the complete list of information or data. Just the name of the client, name of
the company and country. Only pockets of information. The only ones who have all the
tip would be the manager directly involved and of course the head of the company.”
Company C added, “Not even our business plans are available to everyone. Some of
these information could only be accessed by VPs or top executives. We make sure
though that no information is kept by just one person.” The value of the stored
information is protected by making sure that it is only accessed by those who need and
have a right to that information. There are different kinds of information which vary in
terms of their confidentiality. Some information are widely distributed, but there are

those, as mentioned earlier, whose accessibility is limited.

Only one respondent answered that its export market information is diffused throughout
the entire organization. The rest answered that the export market information is either
reposed in a small group within the organization — or with the president and the staff
alone. Then, the rest of the organization only receives information which pertains to
their respective responsibilities. However, it was indicated that no one has the
monopoly of the information. Even within the top management, information must be

shared among them.

Sharing information makes export memory more accessible: those who need it have it
or know where to get it or have the means to get it. Company J mentioned that they
make sure that information from different departments are known to members of other
departments. One way by which they achieve this is through their weekly and monthly
meetings. It allows the organization to get views from its different members regarding

the export information which enriches the meaning of the information being stored.
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Furthermore, sharing of information helps close any gap they have on the export
market. Company F mentioned that other members of the organization may have the
information that one department is lacking in coming up with a decision. Thus, in the
process of sharing information, they are able to solve their problems without having to
go outside of the organization. Sharing information will also make information more
timely since those who need the information are able to access it when they need it and
also already know the information even before using it. Company G related that “when
someone goes abroad for market encounters, company policy dictates that he/she
should submit a report which is circulated around the organization. This allows
everyone to benefit from the lessons from such a trip and also updates everyone on the
situation of the market.” Information may also become more understandable since
within the process of sharing information, the meaning of this information is already

clarified.

3.2.2.3. Interpretation of Information

One important concern that exporters brought up is their ability to interpret the
information they already have. All the respondents have difficulty in determining what
the information “tells them” about the market. In determining this message from the
market, they focus on what are the important implications of the information that their
competitors are not able to spot. After this assessment, the exporters interviewed then

view their past information to check if they are still relevant to future conditions.

Company E stated that “It [export information before being stored] has to be processed
to be relevant to the user. It’s like a raw material that you need to process to produce
the product you want.” This echoes the importance of interpreting information before it

1s stored.

Interpretation allows the information to become more useful to what the organization
needs. As explained by Company J, «Well, I think any information, if you analyze (it)
very well is very helpful and important”. Export information will be interpreted in a
way that would be more relevant to the organization. Interpretation also provides
deeper insight into the future, e.g. demand forecast. When organizations are able to read

the trends better than competitors, they have very valuable information. Since data
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could easily be available to other organizations, it is the way the organizations read or
interpret the information which adds important value to the information which will be

stored.

3.2.2.4 Export Coordination

Companies interviewed seemed to put an effort in coordinating their local and foreign
operations. As Company J commented, “We make sure that everyone gets to know
what 1s happening in our organization. As I already said earlier, managers for our
domestic sales and export sales have regular meetings. We don’t have a conflict
between the two operations.” Company G reiterated, “We hold regular meetings with
the other departments. In this way they get to know the plans we have here in the export
department. They try to accommodate our request since we see the export market as our

growth area.

3.2.2.5. Experience

Experience was mentioned many times as an important source of the organization’s
ability to understand the market. Experience is valued primarily because it serves as the
main basis for decision-making, and for widening the business contacts and
relationships of the organization. Younger exporting companies tend to need more

support from institutional organizations in order to better capture the export market.

In terms of the effects of experience, mixed answers were received. A bad experience,
for example in dealing with a particular country, may build within the organization a
negative bias towards dealing with prospective clients from that country. It may make

the organization over-cautious to its disadvantage.

There were abundant positive views on the effects of experience. Experience allows the
organization to react quickly to the changing environment. The organization’s rich

export experience provides the tool to make fast decisions.

Experience also increases export memory quality. According to four respondents, the

value of quality export memory quality relies on width of a company’s picture of the
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market, which in turn is widened by the accumulation of experience. Experience

determines the field from which export memory quality may expand.

Experience adds to export memory quality because experience makes the information
being stored more believable since it comes from their own experience; it is something
the organization has witnessed. Company C related: “But actually, in my own
experience we are preserving or we are storing all the information, records, or some
special experience because we will use them in the future. For example our sales, if we
don’t hit the quota we will look at what happened, why. For example I have my
experience in Malaysia, I will see if this is applicable to this situation. I know the
lessons since it happened to me personally.” The knowledge gained in experience is
something tacit which many times would be more useful and relevant than the
information gained from publications or reports for example, e.g., unique ways of
dealing with certain foreign buyers. This experience is more difficult for others to copy
which again makes it more valuable and unique. Experience validates or disproves what

the organization knows to a certain extent.

3.2.2.6. Storage Capabilities of the Organization

All of the respondents rely on mind (i.e. memory of managers) and paper (i.e.
memorandums and diaries of member) for storing their information. These receptacles

are mainly filled with general information about the export market.

In addition, all of the respondents have computerized the storage of their export
operations, albeit to different degrees. As expected, the bigger organizations in the
sample as well as the more forward looking ones tend to build a more sophisticated
management information system within their organizations, e.g. SAP an Entrepreneur
Resource Planning Program. Company F explained, “Actually, there are documented
information in the computer, in the minds of people and in the hard disk, but right now
our track is really to integrate the business so we use SAP. It’s a SAP, an ERP -
Entrepreneur Resource Planning Program.” As a trend, the smaller companies in the
sample keep more of their information in the traditional manner such as writing down

memos and keeping them in files.
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Once again, procedures for keeping the records of organizations vary in terms of
formality. Only two companies implement formal procedures in their policy for storing
information by requiring their employees to make a written record of the market and
their activities. But due to government regulations, both local and international, some
organizations are obliged to keep a record of their transactions for at least 7 years. A
new insight came out when one export manager, who also heads the Chamber of
Furniture, explained that the Chamber of Commerce keeps a databank for its members.
Information about markets are kept and stored in their library which is accessible to its

members.

Storing information may make something tacit into something explicit. Tacit
information is that information which is more abstract like skills, know-how and
expertise (e.g. how to deal with certain foreign clients). Explicit information is that
which is formulated in a public language, either in a natural language (e.g. English or
French) or in a more technical language (e.g. computer programs, database). The
storing of tacit knowledge allows more people access to this kind of information. It
makes something abstract more concrete when they submit for example a report on the
experience they encounter in certain export dealings. Storage also allows the export
memory to become timely by making it easier for members of the organization to
access whenever they need it. For example, information that has been computerized
might be easier to access than before. Also if properly stored, information can more
casily be updated making it more timely and relevant. Company A said, “We try to
computerize the information we have on the market. If someone needs any information,
he/she can just go and search for that information in our database. Company I related
“We fully computerized our system here a few years ago. In that way, it is easy to
update our information.” Easy updating may be a function of the way the information is
stored. This allows efficient use of information. People will not waste time looking for
information. It makes them save time. Proper storage also allows the organization to
have more complete information. Company A stated: “I bought a diary for everyone. So
anywhere they are and when they think of something, they would write them down.

They need to know the agenda for tomorrow. I write everything.”

By storing the information properly, people in the organization will become aware of

gaps in the information they have and will be moved to cover that gap. Company H
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mentioned that their most important source of information is their list of present and
prospective clients abroad. When they go over their list, they find out that many items
are missing. It is a market challenge for them to find the missing client information.
Quality storage also means storing only what is good for the organization. The process
of storing information also involves the work of disceming what information is
worthwhile to store. It could avoid export memory overload which could just confuse
the organization. Company G said, “We are very open to the market. We use different
avenues to access market information. We hold meetings regularly to see what new

knowledge could help us improve our marketing policies.”

To achieve a high quality storage process, top management support is crucial. People
will not store important information if they don’t feel that top management actually
appreciates it. As Company B stated on providing and storing information, “I think
[management support is important]. Because otherwise if you feel the management is
not really particular about what you can give or what information you can at least
provide them, you’re not going to provide them. If you’re on your own, you feel you’re

not really very [appreciated in storing them]”.

3.2.3. Export Memory Use: Construct, Determinants, and Outcomes

3.2.3.1. Use of Export Memory (Construct)

All of the respondents stated that they use export memory when making decisions.
Table 3.3 presents the different forms of uses of export memory as discussed by those
interviewed. The respondents were unanimous in stating that the organizations must
know how to apply the memory they have in order to get the real benefits from it. As
Company B stated: “Memory also require a great sense for you to be able to make
quality decisions, otherwise though you may have all the memory in your head if you
don’t know how to facilitate and apply that memory, then it’s useless.” The biggest
organization interviewed actually uses sophisticated models to help make decisions,
such as forecasting models and an ERP Entrepreneur Resource Planning program.
Models are nothing more than the past trying to predict the future. Another export
manager uses export memory to evaluate prospective clients. Some of the other export

decision-makers in the sample use their experience in one market in handling other
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markets which they think to be similar to those they have already penetrated

successfully.

One respondent mentioned that export memory is also the ability to know the names of
other people as well as to know them personally. This builds into personal relationships
with the client. Since many exporters actually follow a business-to-business model,
developing personal rapport with the clients (and sometimes including the client’s
family), becomes an asset for the organization. This is especially true within the Asian
context. Asian businessmen tend to prefer to do business with the people they already
know (Backman 2004). In negotiations, they often make an effort to know the other
partner, or even develop friendship first before they do business (Backman 2005). A
certain degree of trust is often necessary before they establish a business relationship.
This is what the Chinese call “guanxi” which simply means a network of relationships.
Knowing more relevant information about the counterparts abroad allows exporters to
create appropriate interactions with these counterparts that increase mutual trust and
dependency. For example, Company A mentioned that she would try to know
personally as many important people in the client’s office. She would do this whenever

she visits her client’s office. This facilitates her dealings with the companies.

With the popularity of benchmarking, a process used to evaluate aspects of an
organization’s processes in relation to best practice, exporters interviewed use their
memory to assess performance. This memory may contain information not only on their
past performance but also the past performance of their competitors. In such cases,

exporters feel well equipped in tracing their future course.

Export memory is also used to help the clients become more competitive. It’s not just a
matter of selling to them but also very much making sure that they are becoming
competitive. If clients achieve competitiveness, it redounds to the benefit of the
exporting organization. For example, export manager of Company D mentioned that
they try to share their know-how with the clients; they package the products in the most
efficient way one which saves on space so that more products can fit inside a container
ship which reduces then the cost of shipping for their clients. Company D stated: “You
don’t think only of yourself. You think most on how your buyer would be more

competitive so in return help them buy with a good price.”
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Table 3.3 Export memory use.

* Exon memory provides the material “to work with initially.” (Company B)
* “['Y]ou [exporters] cannot develop without previous [exporting] basis” (Company C)

* Export memory provides the “basic knowledge, basic nature, basic design” needed for
exporting success. (Company C)

* Le. Drawing from past export knowledge stored in an Entrepreneur Resource Planning
Program (Company F)

* It’s important that we have production database because our long-term contracts normally
with multinationals are based on previous actual costs.” (Company F)

*  “You make a short term target...based on memory.” ((Company E)

D

* “I always base my comparison from the past [exporting xperlences]. (Company A)

* Using export memory “to be better than the previous one [exporting decision]” (Company

*  “[I]f the environment is changing very fast, for example, your memory can help you create
solutions faster” (Company C)

*  “Experience is the best teacher. Experiences teach you to become more critical and
analytical.” (Company B)

*  “lalways base my comparison from the past. [learning from a mistake]” (Company A)

* “My memory is very retentive when it comes to people. | know their names. I am quick to
decide and I stand on my decision.” (Company A)

*  “Soin that, memory allows you to even reduce the planning time and do it.” (Company C)

* “Your memory can help you create faster.” (Company C)

* “Yes, even in developing new products, you cannot develop without your basis before. Just
like in our model, we have our basic model and based on that old model, we have to develop a
new one but is it not totally different but we need to improve to make something much better
than before. You have to improve but you don’t have to change totally like for example the cover
of the washing machine now is flat, [before it was not).” (Company C)

*  “Because you develop strategies based on information, past performance. It [memory] v
guides you.” (Company E)

*  “This [memory] will give us directions and we know what particular market we are going to
penetrate.” (Company D)

* “We have a list of buyers. It’s our list that we gathered outside from previous exhibits that
we’ve joined. Every time there is a new activity, like exhibitions, we write to those in our
database.” (Company H)

* “Everything that is popular in the US eventually became popular also in other countries
like Canada and then Europe and then later on it became very popular also in Japan.” (Company
1)

* “I put everything down because I might forget them.” (Company A) N

* “Everyone has a diary. If they think of anything, they write them down.” (Company A)
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What follows are discussions of the points enumerated in Table 3.3.

Starting point — Export memory provides the initial knowledge which the organizations
need in their export operations. As they gain experience and store this experience
within their export memory, they are able to deal more efficiently with the export
market. For some, attending seminars provided by the government is vital when they
begin exporting. Company G said, “When we started exporting, we had to go and get
all possible information on the foreign market. It was difficult since we did not have

any experience. We kept whatever little knowledge we had on our foreign markets.”

Auvailable reference for future action — Past performance or operation can become an
input organizations use when they come up with technological support for their
operation. For example, Company F used their past performance data and also data on
operations and sales to help them develop their own Entrepreneur Resource Planning

Program.

Basis for improving present and future exporting decisions— Two companies mentioned
the important role that export memory plays in decision making, even to the point
where one of them declared that she would not make any decision without looking at
the past. This means that organizations may consider experiential knowledge as

cumulative which improves one’s learning about the market.

Coping mechanism — One of the respondents mentioned export memory as a coping
mechanism. To a certain extent, prior knowledge allows the exporting organization to
find opportunities which others could not see or find solutions to problems that others

would not be able to discover.

Measuring stick — Export memory could be a helpful tool for measuring the
organization’s operation. Records of past performance allow the organization to
analyze areas where it has performed well and areas where it performed poorly. As
Company J said, “We use such information [export memory] as a measurement of

performance.”

Safety net — Export memory could allow organizations to survive during tough times.

When the organizations have a wide and rich pool of export memory (e.g., contacts

101



Chapter Three: EXPLORATORY INVESTIGATION

with people, product knowledge and use) organizations will be able to easily adapt their
products to changing market trends. Their established network of contacts with
important people in the industry, will allow them to get crucial information about the
market. With regards to product, the wide knowledge of ways the product could be
adapted for example to different market situations, will allow organizations to change

the product to new demands.

Benchmarking — Export memory provides the basis for the company to assess its
position vis-a-vis the other players in the market. It is an extension of its use as a
measuring stick. In this case, records of past performance in different areas of the

organization are compared with best practices in the industry.

Making quick decision — Because of the present knowledge or memory the organization
has, it would be easier and faster for it to make a decision during turbulent times. As
Company A explained, “When a customer ask me to quote a price for a product, I could
quickly give a quotation because I know how much it cost us in previous production
runs.” Company A continued “As you may know in exporting you have to be quick.
Clients abroad would call me up and request us to send samples within short notice.”
An exporting organization does not need to begin understanding its markets from
scratch, thus saving a lot of precious time. For example, Company G said, “We
document the experience we have with our clients in overseas markets. In this way, we

improve our knowledge of our markets.”

Developing product — Since exporting organizations may need to offer new products to
their international markets to stay competitive (Albaum et al. 2005), a solid knowledge
of past products, for example, would allow the organization to innovate from what it
already has. Since many of the innovations are not radical ones (Cohen and Levinthal
1990; Liyanage and Barnard 2002, 2003; Rogers 2003), memory provides an important
basis for incremental improvements. Company C articulated the importance of using
their stored information when producing new products. This is especially important
when they make incremental changes in the products. They need to refer to the
specifications of the core products. Company I said, “I keep the ideas I get from my
travels abroad. Those ideas help me a lot when I design new products for the season. I

combine and synergize the ideas I got from abroad.”
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Tool in developing strategies — Export memory becomes a framework from which to
base an exporting organization’s strategy. Its accumulated knowledge about the export
market helps the organization to assess better the best strategy for its export market.
Company E explained that “the trends we see in the sales data we have help us set
strategic plans for the future. We get to see which areas are more interesting or those

that could bring us more growth.”

Helps define and contact the market — Database on present and prospective buyers are
very powerful source of developing the market. Many times exporters focus on such
database since the list of contacts contained in those databases opens a lot more
opportunity for the organization for example in terms of knowing which new potential
client to approach. Furthermore, as the development of personal relationship is
important in exporting, a good database on buyers’ information would support this

work.

Assist in remembering — The mere fact of recording appointments or things to do help
facilitate their implementation. Ideas if recorded properly will not be forgotten but

instead could be recalled easily and appropriately considered in decision making

3.2.3.2. Determinants of Export Memory Use

From the interviews, several factors came out to be possible antecedents to export
memory use. Information acquisition, experience, export specificity, environmental

turbulence, export dependence, export memory quality, and size of the organization.

Acquisition of Information - Those who put more effort in acquiring information may
tend to use their export memory more extensively. Although all the organizations
interviewed agreed on the importance of information and stored information, they seem
not to have enough of it. They all tended to continuously acquire more information. As

Company A stated: “The way to fight now is for you to go out! Information is vital.”

Experience - For those who have more extensive experience in exporting, lessons
gained from such experiences tend to be used more often by the organization. Company

F said, “We export 100% of our products. We are the market leader in China. Whatever
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lessons we gained from our extensive involvement in the export business, we tend to
use them in order to improve our future performance.” Intuition as the accumulation of
a rich experience, allows the organization to make more decisions based on this
intuition. For example, Company I narrated that she was able to make decisions on the
spot because she already has the feel of the market. Even in product decision, Company
[ would also be quick in making decisions. Company I said, “I just feel a material and I

already know what it is and what we can do with it.”

Export Specificity - Company D mentioned: “We have an export department. They
look for information, keep them and do the decoding process.” Those companies which
have their own export department are keen in acquiring and also preserving export

information for later use. They see the importance of both information and memory

Environmental Turbulence - To survive the highly competitive export market,
Company D had this insight: “What’s important for the top executive is to spend say
80% of her time in the market place or in the battle field.” Company D added: “You
know these things [use of newer raw materials]. You must be updated, even workers
must be updated. You can’t go on using traditional things.” It seems then that as the

environment becomes more turbulent, organizations will turn to newer information.

Export Memory Quality — When organizations perceive a good quality level in their
export memory, they would use it more often. As Company C said, “We see the value
of the experience we get from our meetings with our foreign clients. We make a report
on every trip we make abroad. These reports help us in our future decisions.” Company
I mentioned that she would ask her assistants to cut newspaper articles discussing her
industry and her company. They file them properly for future use. Company H
commented that they make sure that their database on clients is complete and accurate
since they depend a lot on it as a source of business contacts. Company J explained that
whenever they get leads from the government, they would normally keep and act on

them.

Size - As a large organization, Company C had this to say: “[In making a proposal]
more or less new information is only around 30%, yeah (70% experience and past
information), we have to go back to the past. Like this model, we have this

specification, so we have to see all previous information.” Company F said, “We are a
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big and highly computerized organization. We make it a point to store data on our past
operations and performance since we use them in planning for the future. Bigger
organizations may seem to depend more on the accumulated information on the export

market which they have stored.

3.2.2.3. Outcomes of Export Memory Use

Table 3.4 presents the outcomes of export memory use. The qualitative interviews
revealed that export memory use is likely to lead to greater export performance levels.
The general theme of the responses is summed up as: “[Export memory use is] not an
end, it’s only a means in a way a resource [for improved export performance]”
(Company E). The following table outlines outcomes of export memory use, as

discussed by the respondents:
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Table 3.4 Outcomes of export memory use

* “Export memory facilitates our effort in reducing cost. Knowledge gained in dealing with
the same products for years, allows us the chance to find ways of improving the efficiency of
producing the product.” (Company G)

*  “We don’t waste water. We only put the right amount of water. [due to software
indication]* (Company F)

*  “And we believe, as according to Jack” The ability to learn information and translate their
learning into action plans is the ultimate competitive advantage. That’s why we have a databank
on research on banana” (Company F)

*  Contents of export memory responds to the “special requirements for [exporting to] other
countries” such as the voltage, the wattage, the specifications for products. (Company C)

* “Your best bet is your trend [revealed by export memory]” (Company E)

*  “To help Filipinos find job....I met the three objectives in putting up a business.” (Company
D)

*  “To show the whole world the creativity and ingenuity of Filipino craftsmanship....I met
the three objectives in putting up a business.” (Company D)

* “You think most on how your buyer would become more competitive so in return, help
them buy with a good price.” (Company D)

“Quality of memory would more liklyresult to quhty decision-making.” (Company J)

* "It [export memory] is also an indication of a product’s potential.” (Company J)

* “Acquired exposures on how foreign competitors make the products induce us to learn of
better and more competitive ways of producing the products.” (Company G)

* “We use the data to determine growth.” (Company J)

*  “The need to change and the need to grow

[purpose of memory]” (Company F)

7

“During turbulent times, ...determine the right course of action” (Company H)

% % %
“That’s what you build up over the years —export contacts and relationships.” (Company H)

* “Sometimes our mind is set on that, for example, we sometimes forget to see and entertain
other ideas because we focus our mind [on our memory]” (Company C)

7

* “So I always base my comparison from the past....yes, sometimes [it can be negatwe]”
(Company C)
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Ald in quality decision making — As one exporter interviewed expressed her impression
that exporting operation demands quick decisions, she mentioned that her stored export
knowledge helps her assess the situation quickly and make the necessary decisions on
time. She does not need to look for external information which may require more time.
Of course this does not dismissed the fact that her organization also need to
continuously acquire export information, but when quality export memory exist, it

facilitates quick and quality decision making.

Comparative Advantage — A developed understanding of the product and the markets
allow organizations to set right product that conforms to the idiosyncratic differences
that exist in the different markets in the world. Accumulated knowledge on how certain
markets operate provides the organization with the necessary tools to cater to that
market. If an organization is able to forecast and interpret well the trend in his industry
from past data, then that organization will be in a better position to proactively prepare
for the future. An organization will be several steps ahead of the others. However, the
ability to read and interpret data could be related to the kind of experience the

organization has already had in the past.

For the more socially responsible exporters, the use of export memory helps provide
jobs to people in the way that export memory improves company performance.
Company D stated: “When I came back I said, to myself since I’'m already here then I
want to be involved in export business. So no product in mind. Just export for three
things: first, to generate much needed dollars to the economy; second, to help Filipino
find jobs; and third, to show the whole world the creativity and ingenuity of the Filipino
craftsmanship. At this stage I must say that I met the three objectives for putting up the
business.” This same company mentioned that “they store information to give them
direction.” It also helps achieve customer satisfaction which is crucial to continued
success. In the highly competitive export market where price 1s a key factor, export
memory is seen to help reduce the price of the offer. Furthermore, export memory helps

in the expansion of the export operation.

In terms of the effects of experience, mixed answers were received. A bad experience,
for example in dealing with a particular country, may build within the organization a
negative bias towards dealing with prospective clients from that country. It may make

the organization over-cautious to its disadvantage.
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There were abundant positive views on the effects of experience. Experience allows the
organization to react quickly to the changing environment. The organization’s rich

export experience provides the tool to make fast decisions.
3.2.4. Environmental Turbulence

This part is mentioned since environmental turbulence has been known to affect the
relationship between the use of information and outcome. Thus, the interviews included
questions that probed how environmental turbulence affects this relationship. All of the
exporters except one mentioned that they are facing a very turbulent environment.
Specifically, they mentioned the stiff competition which they are facing from the
emerging economies, more specifically Mainland China. Due to the size of China, they
cannot compete in terms of price. China has the advantage of economies of scale.
Company H stated that: “How can you match the price in China, even if you increase
your productivity? Yes, it’s subsidized that’s one thing. But you cannot get your own
subsidy. So you need to find other ways to compete by giving good designs for

example. But now China and Vietnam are also coming up with better designs.”

Company [ stated: “As I asked my executives, are we being copied anywhere? Even

China copied our products. If you give US$ 5, China can offer it for US$ 3.7

Company D company mentioned: “Do you think they will be able to keep up with what
you know in terms of quality. You have your own designers, your own... they just
pirate them. In fact we have a lot of designers who went to China or went abroad. And

that’s part of life.”

The trend toward globalization has been a big challenge for these exporters. They know
that they must continually learn and innovate in order to stay competitive in the market.
For some of them, the turbulent environment calls for greater coordination and

cooperation within their specific industries.

From the interviews it was discovered that environmental turbulence could be both an
antecedent to export memory use and also a moderator between the use of export

memory and export performance.
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As an antecedent to export memory use, the following comments illustrate the relation
between environmental turbulence and the use of export memory. With the background -
of a turbulent environment, Company D mentioned that “managers should spend 80%
of their time in the marketplace, in the battlefield. You must go out and see what’s
really happening and make plans for the situation. In this case, export memory appears
to play a limited role. It may mean that the use of export memory in this case may be
detrimental to the organization since newer information would be more useful and
relevant to the organization than historical ones. Thus, managers are asked to actively
acquire newer information by being closer to the market. Company H stated within a
background of environmental turbulence that “it’s [export memory] is always useful but
I guess at turbulent times you have to find new ways of doing things, new markets, new
types of products, if not you will end up with poor results.” This company again
explains the possible negative impact when organizations limit themselves to the use of
export memory during turbulent times. Thus, they may have a tendency to focus more

on getting newer information than merely rely on their export memory.

The following quotations illustrate the possible moderating role of environmental
turbulence on the relationship between export memory use and export performance. In
terms of the usefulness of export memory during turbulent times, answers again vary.
For Company A, turbulent times demand quick decision making ability’. Precisely
because of this, her past knowledge of the market and the industry allows her to make
that quick decision required by the specific situation. In this instance, the relationship
between export memory use and performance may seem to be stronger when the
environmental condition is turbulent since the greater speed in making decision
demanded by a turbulent environment is delivered by the use of export memory.
Company H gave congruent explanation as Company A by saying: “We always have to
look into something new. But the past information is very important because you make
a new product but you offer it to your buyers who already exist because they’re in a
better position to pay attention to you. New buyers, you have to some sort of develop
them, they have to trust you. You know in export, there is a lot of trust involved. It’s
like can you ship on time, do you ship good products? There’s a lot more relationship
involved than someone you sell off the shelf.” However, Company C had another view
by saying: “Sometimes we are too dependent ... on this memory. It has limited us. We

forget to see or entertain other ideas because we focus our mind [to our export
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memory]”. In this instance, turbulent times may decrease the positive relation between
the use of memory and export performance. Organizations may still stick to their old
ways of doing things when the high degree of environmental turbulence already calls

for a new set of looking at the market.

3.3. Conclusions

This piece of research has presented an initial framework of export memory quality, its
determinants, the uses of export memory and their impact on export performance. Six
main factors were identified as determinants of export memory quality, namely: (1)
export information acquisition, (2) sharing of export information, (3) interpretation of
export information, (4) export coordination, (5) storage, and (6) export

experience/intuition.

Fifteen quality attributes of export memory were also uncovered as follows: (1)
accessible, (2) accuracy, (3) complete, (4) concisely represented, (5) consistently
represented, (6) credible, (7) easily interpreted, (8) easily understood, (9) has value
added, (10) objective, (11) relevant, (12) timeliness, (13) usable, (14) useful, and (15)
up-to-date. From the study, the importance of export memory has been well articulated
by all those interviewed. In general, the use of export memory is seen as positively

contributing to the enhancement of export performance.

Seven possible antecedents to the use of export memory were identified: information
acquisition, experience, export specificity, environmental turbulence, export

dependence, export memory quality, and size of the organization.

The possible moderating effects of environmental turbulence were mentioned and

considered in the model.

The above results have some important implications to exporting organizations. The
unanimous belief that export memory has a positive effect on export performance
should trigger greater efforts among exporting organizations to manage their memory
well. However, despite being positive about export memory, the respondents also raised

the possible negative effects of export memory. It is not just a matter of having a
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memory; what is important is that the memory is of high quality in order for it to be a

contributor to export success.

Export decision makers should be aware about the environmental conditions under
which the use of export memory is most. At very high levels of turbulence it may not
be advisable to depend so much on export memory since what the memory holds may
no longer be true due to environmental change. In those instances, it may be advisable

for exporting organizations to invest more in the acquisition of new export information.

After this extensive exploratory study, it is now time to present the main constructs and

hypotheses of this research. The next chapter, Chapter Four, will do these tasks.
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Chapter Four: CONCEPTUALIZATION AND
HYPOTHESES

This chapter conceptualizes the main constructs of the research, consisting of export
memory quality, export memory use and export performance, while describing the
likely interactions between them. The various antecedents to these variables are
identified. Each of these antecedents are then discussed vis-a-vis the construct that they
are likely to be related to. These discussions are culminated by hypotheses, based on

the framework for analysis presented in chapters two and three.

This chapter 1s divided into two parts. Part I contains preliminary discussions regarding
the scope of the investigation, conceptual definitions of export memory quality, export
memory use and export performance. It also includes a presentation of the variables
being considered as antecedents to export memory quality and export memory use. Part
IT presents the 22 hypotheses of the research organized around the three main constructs

— export memory quality, export memory use and export performance.

Part I: Preliminary Discussions

4.1. Scope of Investigation

As already explained in the introduction and literature review, organizational memory
is a construct that has been found to affect certain specific functional areas of an
organization such as product development (e.g., Moorman and Miner 1998). Using the
same arguments (see Chapters Two and Three), export memory quality is likely to be
related to the way in which export decisions are made, as well as the decisions’
effectiveness. As such, it 1s necessary to understand the antecedents to export memory

quality. This will later be explored in Part II.
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The extent and ways in which export information is used have also been shown to
affect export performance (e.g., Souchon and Durden 2003). Thus, it is likely that
export memory use would complement export information use, and equally be a factor
in enhancing export performance. Going a step back, memory quality may be an
antecedent to the use of export memory. This will also be another main theme that will
be developed in Part II. In order to contribute to the theoretical understanding of export
memory and provide export decision-makers with practical tools for enhancing the
quality and use of their export memory, likely drivers of export memory quality and use
are also examined (refer to Table 4.3., discussed in Part II, 4.2. Export Memory Use).
Finally, the moderating effects of environmental turbulence (Glazer and Weiss 1993;
Jaworski and Kohli 1993) and export information overload (Souchon and
Diamantopoulos 1997) on the relationship between export information processing and
export performance are also well documented (e.g., Cadogan et al. 2003). As a result,
interactive effects of environmental turbulence and export memory overload on the

relationships between export memory use and export performance are examined.

4.2. Conceptual Definitions of Export Memory Quality, Export Memory Use
and Export Performance

The main central construct of the study is export memory (Chapter One). Two key
aspects of this construct are emphasized in this study: export memory quality and
export memory use, as well as their direct and indirect relationship to export
performance. Conceptual definitions of these two aspects and export performance are

discussed in this section.

4.2.1. Conceptual Definition of Export Memory Quality

Toften and Rustad (2005, p. 677) assert that “quality is a complex (Gronroos 1982),
multidimensional (Carman 1990) and multilevel (Dabholkar et al. 2000) construct, as
well as a general construct (Zeithaml 1988), making it difficult to agree on a single
definition (Reeves and Bednar 1994).” Reeves and Bednar (1994, p.435) articulated
this same point more than a decade ago in their review of quality definitions existing at

that time stating that “each quality definition has strengths and weaknesses in relation
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to measurement and generalizability, managerial usefulness, and consumer relevance.”
Therefore, in defining export memory quality, emphasis should be placed upon
perceived quality held by export memory users because it has been suggested that it is
the user’s perception of information quality which explains how that information is
used (Menon and Varadarjan 1992; Souchon and Diamantopoulos 1996; Low and Mohr
2001; Toften and Rustad 2005). Given the lack of past research on export memory
quality, an extensive survey of studies on information quality within the marketing and
exporting areas as well as the exploratory study undertaken were used to develop a
conceptual definition and identify dimensions of this construct. Considering that
“perception of quality is claimed to be industry and context-specific” (Toften and
Rustad 2005, p. 677) the exploratory study (see Chapter Three) provided an essential
medium for the selection of export memory quality attributes. Export memory quality is
therefore defined as the degree to which stored export information exhibits the
attributes (see Table 4.1) which export memory users consider to be important in
achieving good quality export memory. This definition takes into account the

perspective of the memory user (e.g., Toften and Rustad 2005).
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Table 4.1. Dimensions of export memory quality.

Accessible Wang and Strong (1996), Welch et al. (1998),
Toften and Rustad (2005) and Qualitative Study

Accurate/Factual Katsikeas and Morgan (1994), Wang and Strong (1996), Low and
Mohr (2001), and Qualitative Study

Complete Wang and Strong (1996), Toften and Rustad (2005) and Qualitative

Study

Concisely Represented

Wang and Strong (1996), Qualitative Study

Consistently
Represented/Reliable

Wang and Strong (1996), Low and Mohr (2001), Toften and Rustad
(2005), and Qualitative Study

Credible

Toften and Rustad 2005, and Qualitative Study

Easily interpreted

Wang and Strong (1996), Jack and Vassiliou (1997), and
Qualitative Study

Easily Wang and Strong (1996), Qualitative Study
Understood/Simple
Having Value- Wang and Strong (1996), and Qualitative Study

added/Cost-Effective

Relevant

Deshpandé and Zaltman (1981), Katsikeas and Morgan (1994),
Wang and Strong (1996), Low and Mohr (2001, Qualitative Study

Timely/Saving Time Katsikeas and Morgan (1994), Wang and Strong (1996,
Qualitative Study

Up-to-date Toften and Rustad (2005), Qualitative Study

Usable Juran (1974, 1988), Wang and Strong (1996), and Toften and
Rustad (2005)

Useful Low and Mohr (2001), Toften and Rustad (2005), and Qualitative
Study

Valuable Abbott (1955), Feigenbaum (1951), Toften and Rustad (2005), and

Qualitative Study

4.2.2. Conceptual Definition of Export Memory Use

The conceptual definition of export memory use was adapted from Diamantopoulos and

Souchon’s (1999) conceptual definition of information use, which included stored

export information, and is therefore appropriate as a platform. Export memory use

refers to “taking [stored export information] into account when making export

decisions” (c.f., Diamantopoulos and Souchon 1999). Just as for information use,

export memory use can be categorized into three key use dimensions: instrumental,

conceptual and symbolic use (see Chapter Two) (cf. Diamantopoulos and Souchon

1999, p.2).
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4.2.3. Conceptual Definition of Export Performance

Despite being one of the most researched construct in international marketing, export
performance is difficult to conceptualize, operationalize, and measure (Axinn 1994,
Walters and Samiee 1990; Shoham 1998; Zou and Stan 1998; Katsikeas et al. 2000;
Sousa 2004). It is a multidimensional construct which has recently been mostly
measured using multiple items (e.g., Cavusgil and Zhou 1994; Souchon and
Diamantopoulos 1997; Madsen 1998; Shoham 1998; Styles 1998; Zou et al. 1998;
Robertson and Chetty 2000; Cadogan et al. 2002; Cadogan et al. 2003). Following
established export marketing theory (e.g., Souchon and Diamantopoulos 1997;
Cadogan et al. 2002; Toften and Olsen 2003; Cadogan and Cui 2004), and in a bid to
“making findings comparable and help eliminate the inconsistencies in the literature”
(Zou et al. 1997, p. 38), export performance is conceptualized as export sales, export
profitability, export market share, export growth, and satisfying customers’ needs

(Shoham 1998).

4.3. Identifying Key Antecedents to Export Memory Quality and Use

In this section, key antecedents to export memory quality and use are identified, based

both on the literature (see Chapter Two) and the exploratory study (see Chapter Three).

4.3.1. Key Antecedents to Export Memory Quality

The development of the conceptual model is presented below, including literature- and
qualitative study-based identification of all relevant constructs to the study of export
memory and its relationship to export performance, their conceptual definitions, and
arguments leading to the development of all hypotheses. The development of
organizational memory occurs as a result of the processing (i.c., generation,
dissemination, interpretation, storage, etc) of information (e.g., Day 1994). The
preliminary qualitative study also highlighted the importance of information processing
variables to the development of export-specific memory (see Chapter Three). The
conceptual framework is therefore firmly underpinned by information processing

theory (e.g., Huber 1991), in that drivers of export memory quality and use, as well as
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moderating factors on the relationship between export memory and performance, are
1dentified from information processing theory perspective. More specifically, and based
upon both the literature (see Chapter Two), and the qualitative study (see Chapter
Three), the following information processing theory variables as presented in Table 4.2

are included in the model:

Table 4.2. Antecedents to export memory quality.

Export Coordination Narver and Slater (1990), Samiee and
Walters (1990), Day (1991), Baker and
Sinkula (1999), Hermaan (1999, Cadogan
etal. (1999), and Cadogan et al. (2002)

Export Experience Sinkula (1994)

Export Information Dissemination | Narver and Slater (1991), Kohli and

Quality Jaworski (1993) Belich and Dubinsky
(1999)

Information summarisation Huber (1982)

Quantity of information dissemination Moenart and Souder (1990)

Regularity of dissemination Jaworski and Kohli (1999)

Formalization of dissemination Noble (1999)

Information modification Procter et al. (2000)

Organization-wide dissemination Procter et al. (2000)

Speed of dissemination Procter et al. (2000)

Number of internal sources providing | Qualitative Study (2006)

information

Export Learning Orientation Sinkula et al. (1997), Cadogan et al. (1999)

Information Acquisition Quality Sinkula (1994), Sinkula et al. (1997)

Formalization of generation Zmud (1978)

Regularity of generation Hambrick (1982)

Quantity of information generated Huber and Daft (1987)

Number of sources Goldstein and Zack (1989)

Organization-wide generation Cadogan et al. (1999)

Scope of information collected Cadogan et al. (1999)

Speed of generation Cadogan et al. (1999)

Information Interpretation Quality White et al. (2003), and Qualitative Study
(2006)

Integration into the Organization System | Qualitative Study (2006)

Quality

Response to Export Information Quality | Jaworski and Kohli (1993)
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4.3.2. Key Antecedents to Export Memory Use

After presenting the key antecedents to export memory quality, those of export memory

use are presented in this section. These antecedents were taken from information use

literature supplemented by the qualitative study (see Chapter 3). It was considered

appropriate that factors that were considered relevant in past students on the use of

information would also be critical factors to the use of export memory. Table 4.3

presents these antecedents and their sources.

Table 4.3. Antecedents to export memory use.

Information  Acquisition | Seringhaus (1988), Souchon and Diamantopoulos (1996),
Quality Cadogan et al. (1999), Diamantopoulos and Souchon (1999),
Dienes and Perner (1999), Athanassiou and Nigh (2000), Yli-
Renko et al. (2002), and Leonidou and Theodosiou (2004)
Environmental Glazer (1991), Rashi and Weis (1993), Cavusgil et al. (1993),
Turbulence Rashi and Weiss (1993), Yeoh (1994), Yeoh (1994), Zahra

(1996), Souchon and Diamantopoulos (1996), Teece et al.
(1997), Morgan (1999), Zahra and Bogner (1999), Ashwin and
Sharma (1999), Morgan (1999), Griffith and Harvey (2001),
O’Cass et al. (2003), Ottesen and Gronhaug (2004),
Kuivalainen et al. (2004), and Qualitative Study (2006)

Export Experience

Katsikeas and Morgan (1994), and Qualitative Study (2006)

Export Dependence

Westhead et al. (2001), Cadogan et al. (2002), and Qualitative
Study (20006)

Export Memory Overload

Cavusgil (1985), Wood and Goolsby (1987), Souchon and
Diamantopoulos (1997), and Williams (2003)

Export Memory Quality

Abell and Oxbrow (2001), Lee et al. (2002), Shuzheng (2003) ,
and Qualitative Study (2006)

Export Specificity

Samiee and Walters (1990), and Qualitative Study (2006)

Inter-Functional Use

Qualitative Study (2006)

Product/Service Qualitative Study (2006)
Complexity
Size Hirsh and Adar (1974), Bilkey and Tesar (1977), Rothwell and

Zegveld (1982), Reid (1984), Joynt and Welch (1985), Burton
and Schlegelmich (1987), Cavusgil and Naor (1987), Samiee
and Walters (1990), Hart et al. (1994), Katsikeas and Morgan
(1994), Peng et al. (1998), Peng (2000), and Williams (2003)
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Chapter Four: CONCEPTUALIZATION AND HYPOTHESES

The next part will have three sections. The first section presents the hypotheses relating
the different variables presented in Table 4.2 with the quality of export memory. The
second section presents the set of hypotheses relating the antecedent factors presented
in Table 4.3 to the use of export memory. Lastly, the third section presents the set of
hypotheses relating the use of export memory to export performance, and also
considering the possible moderating effects of export memory overload and
environmental turbulence on relationship between export memory use and export

performance.

Part ll: Presentation of Hypotheses

Information processing is an integral component of the knowledge base development of
an organization (Griffith and Harvey 2001). Furthermore, the principle that
organizations which learned to process their information have better insights on their
markets (Day and Glazer 1994; Diamantopoulos and Souchon 1999) also applies to

exporting organizations (Seringhaus 1988; Diamantopoulos and Souchon 1999).

Table 4.4 presents an overview of the framework of the study. The hypotheses are
grouped according to the three major constructs of the study, namely, export memory
quality, export memory use and export performance. The first group deals with the
relationships between export memory quality and its antecedents (Hypotheses 1 — 8).
The second group 1s on the interactions between the extent of export memory use and
its antecedents, and between the different dimensions of use and their antecedents (i.e.
instrumental, conceptual and symbolic use) presented in Hypotheses 9 — 18. The third
group involves export performance and its antecedents as well as the possible
moderating effects of export memory overload and environmental turbulence on the
relationship between export memory use and export performance (Hypotheses 19 — 22).

The discussions in this chapter follow these groupings.
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Chapter Four: CONCEPTUALIZATION AND HYPOTHESES

Table 4.4. Overview of the framework of the study.

Export Information AcquisitionQuality
Export Information Dissemination Quality
Export Information Interpretation Quality
Export Memory Quality Response to Export Information Quality
Export Learning Orientation
Export Coordination
Integration into the Organization System Quality
Export Experience

Acquisition of Information Quality
Environmental Turbulence

Extent of Export Experience
Memory Export Complexity
Export Dependence
Instrumental Use Export Memory Quality
Conceptual Use Export Memory Use by Different Functional Areas
Symbolic Use Export Specificity
Memory Overload
Size of Organization
Extent of Use
Instrumental Use of Export Memory
Export Performance Conceptual Use of Export Memory
Symbolic Use of Export Memory
Memory Overload

Environmental Turbulence
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Chapter Four: CONCEPTUALIZATION AND HYPOTHESES

4.1. Export Memory Quality

The study covers the interaction between export memory quality and its antecedents
which are presented below (Table 4.5) with their corresponding hypothesis. The
antecedents are presented in a logical conceptual order, then discussed individually in

relation to export memory quality.

Table 4.5. Relationship between export memory quality and its antecedents.

Export Information Acquisition Quaulty Hl ()

Export Information Dissemination Quality H2 (+)
Export Export Information Interpretation Quality H3 (+)

Quality of Response to Export Information H4 (+)
Memory Export Learning Orientation H5 (+)

Export Coordination H6 (+)
Quality Quality of Integration into the Organization H7 (+)

System

Export Experience HE (+)

4.1.1. Information Acquisition Quality

Export memory quality (EMQ) greatly depends on the organization’s effort in
generating export market information, as part of the over-all theme of information

processing to reduce uncertainty in the export market (Belich and Dubinsky 1999).

Precise updated information is a must for success in exporting (Belich et al. 1999). In
general, all firms must improve their capability for acquiring information because
“having unique access to valuable resources is one way to create competitive
advantage” (Zack 1999, p.128). As explained by Jaworski and Kohli (1996), the quality
of marketing information-processing behavior such as market information generation
and dissemination, and responsiveness to market formation is most likely to benefit
marketing decision-makers (refer to 4.2.1. Informa