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focusing on internationalization and information communication technologies. Through qualitative content 
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as a reactive strategy to home market saturation. The third proactively targets overseas markets. Key barriers 
include limited expertise and technological resources. A descriptive framework of SME internationalization 
for the three studied SMEs is proposed that can be used to inform further substantive and correlational inquiry.
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This paper presents a comparative case study of three Peruvian small or medium-sized enterprises (SMEs). 
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overall aims of the study are to describe and make an assessment of the effectiveness of the strategies of three 
Peruvian SMEs. The paper compares and contrasts push/pull drivers of internationalization and the use of 
e-business tools and technologies for domestic and internationalization strategy. These aims will be reached 
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����,

|�� What are the strategies of three Peruvian SMEs to retain customers?
��� What are the strategies of three Peruvian SMEs to enter new global markets? 
j�� What is the role of e-business in building a domestic relationship?
��� How do the companies use or plan to use e-business to expand sales internationally?

The paper addresses the above questions through qualitative data collection and analysis and concludes 
with a descriptive framework of SME internationalization that describes push/pull drivers of internationaliza-
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Peruvian SMEs are confronted with several challenges that can lead to restricted growth and affect business 
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the domestic market have encouraged and driven SMEs to look towards expanding their products overseas. 
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of the push/reactive issues relevant to the Peruvian SME context. These factors are related to negative condi-
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international markets is both a challenge and risk for SMEs because of limited economic and managerial 
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resources. SMEs usually go through the internationalization process incrementally to minimize the risks 
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on foreign markets using a ratio of sales-to-export. Decision-making models focus on key internationaliza-
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agreements offer greater prospects for Peruvian SMEs in terms of internationalization opportunities.
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the Internet has enhanced the quick growth of e-business use in public as much as in private sector enterprise 
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The Internet has broken geographical barriers in terms of communication and the way of doing business 
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internationally by reinforcing loyalty and long-term relationships with their external stakeholders.
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owner-managers exhibiting entrepreneurial characteristics are more willing to take advantage of e-business 
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suggests that Peruvian managers should be enablers of SME internationalization.
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The adoption of e-business does not necessarily ensure organizational success as it is only part of the 
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strengthen organizational strategy and thus contribute to competitive advantage.

Lack of investment (or willingness to invest) is considered a barrier to implementing an e-business strategy 
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on investment from customer relationship management (CRM) tools and technologies can be measured more 
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CRM has become widely recognized as an important part of e-business and internationalization strategy. 
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information technology (IT) and information systems (IS) “can be used to support and integrate the CRM 
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E-CRM can include any web tools that support business processes and can range from email to customer 
databases. E-CRM facilitates the customer trading process and makes customers active coproducers within 
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long-term relationships are developed and sustained.
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technology should be used when there is an existing relationship with a customer to promote a level of trust 
and perceived sense of security.

Such CRM and e-CRM tools do offer Peruvian SMEs the opportunity to manage customer relationships 
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internationalization models and theory from the literature and which has been used to inform the qualitative 
enquiry for this study. 
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The research strategy is a comparative case study of three Peruvian SMEs. A case study or set of case stud-
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from its context but is researched in relation to its context. There seems to be consensus that a study of a case 
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An important part of any study is trying to assure those reading it of its academic credibility and rigor. 
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Semi-Structured Interviews 
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identifying information was treated as anonymous for both the participating SMEs and interviewees.
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Introducing Textile SAC, Plastic SAC, and Fish SAC
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ity product through the selection of raw materials and through its strict monitoring of its production process. 
The company strives for customer loyalty through quality.
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tion showed that its vision is to become one of the market leaders in the production and export of high added 
value textile products. Its mission is its commitment to its workforce through the production of high-quality 
products while promoting the development of each one of its members.

Textile SAC procures services from small and microenterprises dedicated to spinning and fabric processing 
��"�����
��#���"�����
����������������"����
��"�
�������#��$���
�!�$����
������#��$��
�����!$��"##��
����
�������"##�����������"
��"������*�
����2��"���������#��$�����"�������"��������������
���������/��
�����
operations as part of its social responsibility.
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and also sells other packaging products. The organization contains an administrative function and commercial 
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within its domestic markets.
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90% of sales revenue.

Plastic SAC has a commitment to the preservation of the environment. The company is researching and 
*��+����
�*�����
���������#���
������!���������!����
��
�������*�����*�������#�
������
�
������"�
����
���������������������
��
����
���#�������������#���
���������
����
����+�
����
������#��$������$�?���
�������"������?�?�������/�
����
��
���3"������
��#���"�
���2���
���0)���������
�*��+�*�
����$���
��������$�
in the delivery of its products. This facilitates its competitive pricing strategy. 
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ing the market with quality and healthy food.
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Summary

��[�)�?� 	�������� 1�;������
 � %��������
 � 5�����
 �
�[�)� ���
0
0�)����&��1���
0�]��	�	�Q)��]�01�2�
- Emphasis on Quality yes yes / but price also yes 
- Measuring Customer Satisfaction no no no 
- Managing Customer Service informally informally informally 
- Investing in People yes no no 
- Maintaining Dialogue with Customers yes yes yes 
- Setting Realistic Targets yes yes yes 
- Assessing Performance yes yes yes 
��%<���*1�*J���<
1�\*�K�%��1�
1�J]�
Cognitive - Staff $���3"��������
�������� yes/low yes/low

Cognitive - Style weak weak / low costs and 
price weak

Technical - Structure informally informally informally 
Technical - Systems weak weak weak 
Technical - Schemes no no no 
�[�)��*1��*
1�\*
<�^
1�\*�
�
		����0�)&�����2	]&	�00��]%�Q� export not implemented not implemented 
G�]##��
"�����Y2�������)�
���[ active pasive active 
- Limited commitment no yes yes 
- Limited Fixed Investment overseas yes yes yes 
G���4�����#��������������������!"������� yes not for now not for now 
G�%��
���
����!�
*����1������]�����������+�
 no home yes yes 
Condition of Domestic Market Appreciated no no no
Stimulus for Internationalization - Push no yes yes 
Stimulus for Internationalization - Pull yes yes yes 
Awareness of International Market characteristics yes low low 
Mode of Market Entry - Exporting yes no yes 
�����������+�
���
�$�G�6���
�]#���
���� no yes no 
Mode of Market Entry - Wholly owned no no no 
�[6)��3 ���
?�?� yes yes yes 
?��� yes yes no 
�"�
�����2���#��
��������
���� $����3"���
$�����������"�  yes/price yes/quality 
Customer concerns re Security yes/ designs no no 
Customer concerns re Privacy yes/ designs no no 
�[')��3�*1��*
1�\*
<��(��*��� 
AIM - Access information about market yes yes yes 
AIM - Advertise to potential customers yes yes yes 
AIM - Communicate with international customers yes yes yes 
AIM - Administer international customer base Not yet yes yes 
AIM - Provide support services internationally Not yet yes yes 
AIM - Alternative to physical channel yes yes yes 

�%� 1��\5��3�(��*����
Tools - e-ERP no no yes 
Tools - e-marketing yes yes no 
Tools - e-CRM no no no 
Tools - e-supply chain no yes no 
With customers yes yes no 
With suppliers no no no 
With staff no yes yes 
E-communication yes yes yes 
E-intelligence yes yes yes 
E-commerce no no no 
E-collaboration no no yes 
�3��%<���*1
1�\*�
- Investment low low low 
- Staff training low low low 
- Maintenance no no no 
- Adequate integration with other operations no no no 
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Customer Retention
Textile SAC does not have a formal CRM strategy. The data collected suggest some limitations in terms of 
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processes.

Its customer retention strategy emphasizes high-quality standards and products and added value that is 
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gests that quality must exist in order to create strong links with customers. Textile SAC emphasizes quality 
through its strategy and product positioning in order to establish customer loyalty. The company manages its 
customer service activities in an implicit and reactive way.

Textile SAC invests in its personnel on a regular basis through the provision of training schemes. Although 
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tion by ensuring and maintaining quality within the production line. It is evident that Textile SAC is working 
on its relationships with its customers through a communications strategy. Customers are contacted at vari-
ous stages ranging from the introduction of the product and development of prototype to the after-sales calls.

The company aims to become a leading export company within the sector by offering high-quality products. 
This is a progressive process which will demand an increasing amount of resources as the business grows. 
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Word. Email and the website are the tools most exploited by the company and are used for communication 
with external stakeholders. Training schemes are available for training people to perform in accordance with 
the quality philosophy. 

Plastic SAC differs from Textile SAC in that it attempts to retain customers through a competitive pricing 
strategy. Managers do not invest resources in training staff members to deal with the customers in a better way 
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weakness and could be a barrier to internationalization and cost reduction within the production processes. 
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is not necessarily effective because it is performed on an informal and irregular basis. There is evidence that 
Plastic SAC has a limited customer communication process in place which starts with introducing the products 
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and enable managers to focus on a few large lucrative customers rather than on many smaller ones.

The company has a quality monitoring process that focuses on maintaining standards on the production 
������!"
��
��������
������
���������
�"�
"���
�����"���������
���$����������!���
$�*�
����
����3"���
$����"������
#�����������
����������#�����
����������
������#��
��
��$��
�����#��$��� of Plastic SAC are perceived as im-
#��
��
�!"
�������
���������
������������
�����������������
��
$����
����������
������+����
$���������������
�
�
����
���������
��
�����"������
����������������#���
�!�� #������������������������������
��
$����������������
and managers are not trained in management best practice. The structure of Plastic SAC is informal due to 
the size of the business. The systems in 2���
���0)������!�����*�
��
����	2��$�
�����
�*��+����
��|{{�����
its capacity and running only basic applications. The ERP system does not enable company integration with 
external stakeholders. CRM schemes do not exist which could support Plastic SAC in terms of the interna-
tionalization of CRM activities.
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company standards.
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making human resource management complex. Managers place importance on training and development so 
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in order to gain a better insight into the products sold abroad. Any knowledge gathered is also relevant to the 
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The communication process begins with the introduction of products and ends with post-sale service. Quality 
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customer service which involve communication with customers.
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facilitate growth.
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Entering New Markets
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outsourcing) within the production process.
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and products are based on lower prices rather than higher quality.
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is looking towards internationalization because of mature and negative market conditions in the domestic 
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commitment from both its partners and Plastic SAC itself. Lack of investment is a barrier to internationaliza-
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The domestic market conditions are not favorable for Plastic SAC as its markets are reaching saturation 
and pricing is competitive. This makes internationalization attractive. Although the company has found some 
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Fish SAC has both reactive and proactive attitudes 
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drivers for internationalization. Fish SAC does not yet have the high levels of commitment required to enter 
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international seafood fairs in order to identify the products with most potential for international markets.
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customer feedback. Textile SAC is aware that quality and added value in its products are important for cus-
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e-business tools could be employed in order to improve the business processes.
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tion activities. The website is used for advertising rather than for interactive communication with customers.
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accountancy and storage processes.

The role of e-business within Plastic SAC is virtually nonexistent. There are numerous e-CRM tools 
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be implemented in order to manage customer relationships and communication in a formalized and secure 
environment and to develop an end-to-end e-CRM process.
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and uses limited ERP applications. Managers are aware of the necessity for developing a website and acquir-
ing a system such as SAP to enhance the business outcomes. The conceptual framework Y'��"���|[ shows 
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knowledge. Information is managed informally based upon what individual managers perceive to be good 
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E-Business and Internationalization
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and these are only being exploited as a means to communicate with customers through the website and for 
marketing activities. The company is not yet using e-business to administer international databases or provide 
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SAC is restricted by a lack of resources as it does not have the tools needed to do basic market research and 
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but the company does recognize the usefulness of the Internet. The organization currently uses governmental 
and organizational websites to conduct market research and analysis.
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ignored the domestic market and proactively directed its business abroad as it recognized better and more 
appropriate sales prospects. Plastic SAC and Fish SAC are currently operating only in the domestic Peruvian 
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internationalization strategy.
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or long-term agenda of all three SMEs do not include either planned CRM training for staff or recruitment 
of CRM consultants.
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quality of the goods and services offered rather than through CRM systems. Plastic SAC emphasizes low price 
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SAC and Plastic SAC have company websites; but these are primarily used as an extension of the shop win-
dow rather than for customer transactions and knowledge management. Customer satisfaction is measured 
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tool for managing customer feedback.

Textile SAC provides an interesting case for internationalization. This SME has overlooked the largely 
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All three organizations are experiencing barriers to internationalization for their given stage of growth; 
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The most preferred entry into international markets for Textile SAC and Fish SAC is via export as this 
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new venture or forging a strategic alliance. This would allow Plastic SAC to share risk with a powerful and 
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centrate on billing and accounting. Plastic SAC uses the software Material Requirements Planning (MRP) 
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and payroll. These systems are basic and consist of isolated applications that do not link outside to networks 
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its medium-term strategy. 
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the most complex and expensive to integrate and use. 

The main obstacle found to the internationalization process for the three SMEs is their inability to invest 
in technological expertise. Textile SAC does not have software to connect its operations with its stakeholders 
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e-business systems and technology would further support their market research activities. 
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every month making the management of its client base more complex and involved. Despite the greater number 
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Fish SAC customer base is growing. The company is still investing in the business in order to compete effec-
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loyalty activities are left to word-of-mouth recommendations and customer goodwill.

All three organizations have a rather limited marketing and promotion strategy. Textile SAC uses gov-
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products in order to support export development. Potential and existing overseas customers can contact any 
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e-business/e-communication resource. Neither Plastic SAC nor Fish SAC is currently able to take advantage of 
this type of e-communication facility (given their domestic market focus) because it is a government resource 
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Textile SAC also uses contractors as part of its peripheral workforce. This versatile group can be hired as 
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prises provide permanent support to Textile SAC regardless of variations in demand. 
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a supply of labor and is seeking to reduce the size of its workforce. 
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SMEs. The framework does not imply empirical relationships between the four categories or any sense of 
directionality; what it does is to provide a descriptive picture of internationalization within the three cased 
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Figure 2. A descriptive framework of SME internationalization for three Peruvian SMEs.
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from the case studies are listed which describe the context of each SME.
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and limited access to international market research intelligence and expertise.
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¦� '����0)�������������+�������\���*�������
������������������#��
�
���������#"����
��
��$�
����
����-

tionalization.

E-Business
¦� �"����
�$���G!"�������
���������
����������������"����"
���/������������
��������������"����
������

SMEs rely heavily on word of mouth and telephone communication.
¦� 9��$���

�������������#����
��G!"���������
���
$�����
��*�
����
���������0������G����"����
�������


������
�"
���/��������
���������������������$������������������!�����
¦� ���
����0)�����
������$�����
��
�"�����
���	2�
����������"�
�������
�!�����!"
��
����*�
��!�����

applications.
¦� 7�
����
�����
����
������/�
����#��������
��������"�������G!"�������
�������������G��
��������������

to advertise products through websites and keep close communication with external stakeholders.
¦� �"����
�$��
���
������������#��$��������$�
������
�����$G
�G��$�*��+����
�������+�����
��
�����

decisions.
¦� Q��+���������������"���������
�����������������"����������!�������
����
����
������/�
����

Customer Relationship Management
¦� ����
��������#���������*��*�����������
�����#��
���������"�
�������
��
�������
��"���
��$������
�

have a formal CRM strategy.
¦� �������
�����0�����#���������3"���
$����������#����������������������#��
��
������"�
�������
��-


����
������$��	����
���
��������
�����������2���
���0)�����*�#�������������#�����������#��
��
�
��
retain customers.

¦� ����"������"�
�������
�����
��������
������#�������
��!����#������*�
����
���
�����������0��(��
���������
�����������������"��������"�����
��������#�#�����"���������������/�
�����������$����$�
on negative feedback via telephone and word-of-mouth referrals. 

¦� The three companies have a simple yet structured communication process with customers. The com-
�"����
����#������������
��"##��
���!$��	���$�
������������������"����������������"�����������
������������
��
��##������
�����"��
$��#�����$����������
������#����������
���������#���������*�
�����
���
����+�����������#�����"����*�
���������
����������*�
���"�
�������

¦� �������#������������������������
���
����#��#�������
�����������
��"������
����0)�������+����
some investment in this direction.



�j'�Z���<9\��"[��><�!>�<�">�����<�">��>���!9���>��]�Z

¦� Flexibility is perceived as an important factor in maintaining quality and customer relationships. 
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The comparative case study of three Peruvian SMEs focuses on describing the effectiveness of the strate-
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contrasts push/pull perceptions towards internationalization and the use of e-business tools and technologies 
for internationalization. It contributes a descriptive framework of SME internationalization based upon 
qualitative case-study data analysis. The three SMEs cased have provided interesting insight into SME in-
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tion. The other SME has deliberately and proactively targeted overseas markets and appears less risk averse 
����������##��
"���
����)�+�$�!�������
����
����
������/�
������������
�����0�����������
��������������"�����
����
�����������������"�����������������������#��
��
�������
�*�"���!����
����
����
���������
�����������������
��������
�����
���"����"�
��������������#����!�$����"���$����2��"�����0������
����������
�
��
��G!"�����������
CRM are largely undervalued by all three SMEs and what is done is done in an informal and ad hoc manner. 
Quality (delivered through products and manufacturing processes) is perceived by the three SMEs to be more 
important for maintaining customer loyalty than CRM and e-business strategy. 
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and perceptions within the three SMEs at a given time. The paper does not provide a longitudinal picture of 
internationalization intentions. 
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and e-business and highlights some important barriers that SMEs could face and that policy makers should 
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������;

��!���~
Customer Relationship Management

 ��� 1�;������
 � %��������
 � 5�����
 �
Formal CRM process No No No 
CRM training ���G�4"�
�
�����������#��������� No No 
Use of CRM consultant No No No 

Research about customer No No ���������
�����*�#���"�
�
��$�
are currently developing 

Sales strategy  Á1����3"���
$�������

��� 
the price" 

Á0����3"���
$�������#�
�
�����
but lower price" "Quality at a competitive price" 

Ways of bringing new 
customers in 

International trade shows/web 
site/visiting customers ]*��������
����*�!���
�� Food trade shows/word of 

mouth/visiting customers 
Electronic database of 
customers �������)������ 0
�����
��������� �	2��������

Measure customer satisfaction  Phone calls and complaints 
through sales channel 

Phone calls and complaints 
through sales channel 

2������������*���������"
��
and complaints through sales 
channel

Communication process |�� ��
���"���
���#���"�
� |�� ��
���"���#���"�
�!$�����
�
��
customer |�� ��
���"���
���#���"�
�

���	�������������������
customer ���	�������2"�������]����� ���	�������2"�������]�����

j��?"�������������#��
�
$#��
��
customer 

j��)�
����������$�Á���#���"�
�
working?" 

j����������
����*�
��"����� 
(for maquila service) 

���	��������##�����������
customer 

������������������������"�
����
communication 

���	��������"����
���������
feedback

~�����������������!��+� ~�����������������G���+�
customers "why?" 

���'����������"�
������
���
communication is permanent 

Protection mechanisms Responsible management of 
designs No Registered brands 

Monitoring Yes - high Yes - weak Yes - high 
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��!����
�><�!>�<�">�����<�">

�*1��*
1�\*
<�^
1�\*� 1�;������
 � %��������
 � 5�����
 �
Condition of Peruvian market With potential to grow Saturated Saturated 
Key selling point in Peru Price Low Price Quality and Price 
Problems experienced Limited capacity Limited capacity Limited capacity 

Nature of competition ��������������������
��#������ ������������j���*�����{{�� Dominated by Ecuadorian 
products 

Competitor's advantage Management of costs/volume in 
the production Re-cycled raw material  Better raw material (tuna) in 

Ecuador 

Impact on respondent company 
Strengthens dependency of 
microenterprises (thirds) on 
textile SAC

Would need new machines Make a product of higher 
quality with local species 

Result Flexible production/capacity Lost some clients Low market share 

Reason to consider Intl Bus Products better appreciated 
abroad (proactive)

Reaction to changes in Peru 
market (reactive)

Q�*�����"�#
��������������
Peru (reactive)

1������#���
���������!�����
(proactive)

High competence and market 
saturation (reactive)

Dominance of Ecuadorian 
products in Peru (reactive)

Free trade agreements with US 
and other countries (proactive)

Travel to El Salvador 
(proactive)

Increase in the food demand 
all over the world (proactive)

Approach from Colombia 
(proactive)

0�����
$�����#������Y���[�
in industrialized countries 
(proactive)
Free trade agreements with US 
and other countries (proactive)

Entry to international bus? Already international ������
�~�$����� ������
���~�$�����

Mode of international entry  Export Joint venture or strategic 
alliance Export 

��:"������������������
�$�
choice  Cheap and low risk Share risk Cheap and low risk 

���
����$�
����*����!��4"�
�
��
provide white brands 

?����
��������#��������
knowledge of partner 

���
����$�
����*����!��4"�
�
��
provide white brands 

Criteria for entry 1������#���
���������!����� 2��
����*�
�����������
�#�������� Brokers with huge potential to 
introduce the products 



99'�Z���<9\��"[��><�!>�<�">�����<�">��>���!9���>��]�Z

��!����
E-Business

�3�(��*���� 1�;������
 � %��������
 � 5�����
 �
E-business strategy  No No No 
ICT budget No No No 
Time horizon Day-to-Day Day-to-day Day-to-Day 
Managers aware of e-business? Yes Yes Yes 

��������Ã��!4��
���� To become the leading in export Sustainable growth in long term Running the company based 
on high quality 

ICT tools available Phone/fax/email/web site Phone/fax/email/website/MRP 
software (Starsoft) Phone/fax/email/ERP software 

Software used for  None Storage of materials Customer database 
None Accounting/billing Accounting 
None Human Resources/payroll 

Software in use for  it does not apply j�$����� |�$����

Software linkages/connections it does not apply �����
����
��������
�!��������
suppliers 

�����
����
��������
�!��������
suppliers 

ICT use - e-communication  ����G�*�!��
���������
��
stakeholders 

����G�*�!��
���������
��
stakeholders 

Yes - email to stakeholders 
and future website 

ICT use - e-intelligence Yes - search engines 
(Government web sites) 

Yes - search engines for basic 
information 

Yes - search engines 
(Government websites) 

ICT use - e-commerce No No No 

ICT use - e-collaboration  No No Yes - with associations to 
which it belongs 

Source of market information 
'����������������
���
���������
�*�!��
�����
����
websites

'����������������
����"##�������
not Internet 

'����������������
���
���������
�*�!��
�����
����
websites

� 1��	
�����
����	����4���	�_�
Currently uses ICT 
internationally Yes  Intends to  Intends to 

International use of ICT for  Frequent contact with 
stakeholders Frequent contact with partners Frequent contact with 

stakeholders 

]!�
������#��!����� Lack of resources to invest in 
technology 

Lacks resource to invest in 
technology 

Lack of resources to invest in 
technology 

Current utilization of ICT |{{������
����#���
$�!"
��
����
still not enough 

]��$�"�����{�����0
�����
�
ability 

|{{������
����#���
$�!"
��
����
still not enough 

ICT currently used for  
Permanent communication with 
customers and some strategic 
decisions

����
�����$G
�G��$��#���]��
strategic decisions 

Monitor day-to-day ops and 
some strategic decisions 

Training Not perceived as problem Not perceived as problem Perceived as a problem 

Challenge  )���$/��������������
���
making decisions 

)���$/��������������
���
making decisions 

)���$/��������������
���
making decisions 


