Student ID 1603999	Natasha Michell
30 April 2018


International Business (SBMA7122D)	



INTERNATIONAL BUSINESS ASSIGNMENT : PART 2

You have been given green light by the senior management team to pursue the idea and go ahead with further research and write an international business plan. You will need to put together the foreign market entry plan and consider all steps that must be taken in order to succeed in international business and prepare an International Business Plan.






TO:		MANAGING DIRECTOR – TOM RAFFIELD LTD
FROM:	BUSINESS DEVELOPMENT MANAGER
DATED:	30 APRIL 2018
SUBJECT:	INTERNATIONAL BUSINESS PLAN –
EXPANSION INTO THE GERMAN MARKET

Contents

	Page
	Section

	X
	1
	Executive Summary

	X
	2
	Corporate Global Vision and Goals

	X
	3
	Foreign Market Research & Risk Assessment

	X
	4
	International Business Strategy

	X
	5
	International Marketing Plan

	X
	6
	International Business Structure

	X
	7
	Recommendations




1.	Executive Summary

This international business plan sets out the recommended international business strategy and marketing plan that will be implemented by Tom Raffield Ltd (TRL) as part of its international expansion into Germany.

The company has established that the primary objectives of its expansion plans are: to achieve cost reductions that will be realised through economies of scale; to access to high quality raw materials; and to open up new revenue streams, driving increased sales and profits and providing the firm with greater resilience and long-term financial sustainability.

Following a thorough market research exercise and risk assessment process, TRL has deemed that the company’s proposed entry into the German market should be explored.

Following an assessment of the internal factors, external factors, transaction-specific factors and the desired-mode characteristics, it is recommended that TRL adapts a direct market entry mode, using a local distributor in Germany. The reasons for this choice are that it is a relatively low cost option which will not require TRL to make any large capital investment. This reduces the financial risk for the company and also creates flexibility so that it can adapt its strategy in the future if required.

As an initial course of action, it has been suggested that TRL should explore a potential partnership with the successful German department store chain, KaDeWe. An alternative, smaller retailer (Kare Design) has also been recommended as an option for investigation due to the alignment of values between TRL and the proposed distributor.

TRL will need to ensure that a careful selection process is undertaken when identifying suitable partners. In particular, the values and ethos of the partner will need to be well aligned to TRL. In addition, the partner will need to have an appetite for close collaboration and co-operation.

Although it is not anticipated that the product range will require any adaption to the local market at present, it is possible that some adaptation may be required following feedback from the distributor and/or German consumers. The pricing strategy will also remain the same in order to maintain the company’s brand positioning in the luxury market.

However, TRL’s promotions will need to be adapted for the local audience. This includes the need for a German version of the company website which will be created with input from a local partner to ensure that the language, imagery and cultural references are appropriate. The content will also need to be expanded to provide a greater emphasis on the technical detail of the products and the brand’s credibility. TRL should also capitalise on the fact that its products have been designed and made in Britain.

Finally, TRL should appoint a member of the client and relationship team to be the primary point of contact for the local distributor in Germany. This should help to establish a trusting, co-operative, long-term partnership that will bring benefits for both parties.

[bookmark: _GoBack]2.	Corporate Global Vision and Goals

There are a number of reasons why a company may choose to expand overseas. Most firms are looking to grow in order to increase sales and profits which will sustain the business and, importantly, its owners or shareholders. Expanding overseas can help to increase a company’s customer base, which brings in higher order numbers and means that the firm can produce their goods in larger volumes. As a result, the company can justify ordering larger quantities of raw materials which enables them to obtain discounts and, thus, reduce the overall cost per unit. New markets may also enable the firm to access resources more cheaply or more easily than they could from their home market (Wild & Wild, 2016).

Seeking new markets also helps companies to spread their risk across multiple markets, opening up new revenue streams and providing them with increased resilience in the event that sales in the home country market are negatively impacted by environmental factors (Wild & Wild, 2016).

With these issues in mind, Tom Raffield Ltd (TRL) has identified the following objectives which it aims to achieve through its internationalisation strategy:

· To achieve cost reductions that will be realised through economies of scale
· To access to high quality raw materials
· To open up new revenue streams, driving increased sales and profits and providing the firm with greater resilience and long-term financial sustainability.

As TRL has no prior experience of operating in markets outside of its home country, the company plans to test its internationalisation strategy in just one country initially – Germany. However, if the venture is successful, TRL will consider expanding further into additional markets in order to maximise the benefits associated with each of its stated objectives.

Research shows that once a company has gained experience of working with one country, it reduces the perceived ‘distance’ between that particular country and those which are similar culturally, politically and economically. Companies tend to commit more resources as they gain international experience because they feel more comfortable about the uncertainties associated with new markets and their ability to manage them in similar markets (Hollensen, 2014).

Assuming that the entry into the German market is successful and following a full evaluation, TRL will seek to expand into additional markets within Europe which are similar to Germany. TRL may also consider alternative market entry strategies which involve higher levels of investment which will offer higher returns for the business.

3.	Foreign Market Research & Risk Assessment

	STRENGTHS

· Strong UK reputation in the luxury furniture market
· Good financial performance over the last 4 years
· Manufacturing process is low-energy and materials are sourced from sustainable sources
· Unique steam-bending manufacturing process
· Effective apprenticeship scheme ensures talent supply
· Strong alignment between Tom Raffield ethos and German values and expectations
· Furniture style matches preferences of German consumers

	WEAKNESSES

· Relatively new business, only trading since 2008
· Limited number of UK stockists
· Lacks experience in international business
· SME with 30 employees may struggle to cope with increased demand from German market


	OPPORTUNITIES

· Increasing demand for sustainable products
· UK furniture exports rising year on year
· Furniture is the 11th fastest-growing German import
· German consumers are the 3rd largest spenders on furniture and homewares in Europe

	THREATS

· Market volatility and fluctuating foreign exchange rates
· Brexit uncertainty
· Potential cultural/communication issues
· UK imports exceed exports; the opposite is true in Germany
· Competition from large German furniture retailers





4.	International Business Strategy

In order to maximise the opportunities presented by the expansion into Germany, it is important to have a clear strategy setting out the approach so that TRL understands the uncertainties and risks and can plan appropriate actions to mitigate against the risks and improve the chances of success within the new market (Rugman & Collinson, 2012). Given the financial implications of international expansion, it is important to ensure that the market entry strategy has been carefully considered. Once in place, it can be difficult to change entry modes so it is vital that effective decision-making processes are followed (Hollensen, 2014).

Some firms may make this decision based on the potential economic benefits of a particular entry mode, whilst others may choose a route to market according the size and experience of the company. A strategic decision-making approach, on the other hand, will attempt to consider the full range of factors that may affect the company as it enters new markets (Stonehouse et al., 2004). This is the approach that will be used by TRL to analyse the advantages and disadvantages of different market entry modes.

Each market entry mode involves different levels of risk and control. TRL will need to assess the potential risks and benefits of each so that it can make an informed choice of mode. There are three types of mode to be considered: investment modes (which generally involve equity investment); intermediate modes (which involve contractual agreements); and export modes (which involve the lowest level of commitment). TRL will use the methodology devised by Hollensen (2014, p.334) to evaluate the internal factors, external factors, transaction specific factors and desired-mode characteristics of the proposed venture in order to establish the most effective strategy for entering the German market. According to the model, companies with characteristics which are indicative of internalisation are more likely to benefit from investment modes of entry. Conversely, externalisation is an indication that firms may be better suited to export modes. However, some factors may have more weight than others and may therefore have a greater impact on the choice of entry mode (Stonehouse et al., 2004).

Internal factors

Company size
TRL is classed as a small and medium-sized enterprise, which currently employs around 30 members of staff. The company has performed well over the last four years, with sales and profits increasing year on year. However, with capital and reserves of £210,380 for the year ending 31 March 2017, the company has relatively low financial resources available and this will have a major impact on the choice of market entry mode selected. Many small businesses prefer to have more control their business when they expand abroad. This is usually a result of the fact that they have grown the business from the start and have a close knowledge of most aspects of the operation. This level of control is best achieved through investment modes, however, due to limited resources it is often not financially viable for small businesses to provide the level of investment required to establish a physical presence in a new market. Therefore, export modes are the most common route for many small businesses (Hollensen, 2014).

International experience
TRL has very little experience of international markets. The company currently sells around 80% of its products via its UK website (Abrahams, 2010). Although some of its online customers are not based in the UK, the company is not actively targeting a specific international market. So whilst TRL’s products may reach foreign destinations, the company does not have any direct experience of working with international partners, adapting its products for new markets or setting up and working in an international business environment. 

Product complexity
TRL produces high quality, handmade, wooden furniture and lighting using highly specialist techniques. The craftspeople employed by the firm undertake apprenticeships with TRL over several years to enable them to acquire the skills needed to create its unique products (Tregidden, 2017). This would make it very difficult to outsource production due to potential lack of sufficiently skilled workers and the risk of a reduction in the quality in craftsmanship.

Product differentiation advantage
TRL’s products are crafted using an innovative steam-bending technology that is enables the wood to be curved to an extraordinary extent (Stevens, 2017). The technology was developed by the firm and is unlike anything being used by other furniture manufacturers, thus giving it a competitive advantage. The products are therefore highly differentiated when compared to other furniture and homeware items on the market.

The results of the analysis of internal factors are summarised below. Although the results indicate a degree of internalisation and externalisation, the company size and international experience are particularly significant factors for TRL. As such, externalisation outweighs internalisation in this instance.

	Company size
	Externalisation

	International experience
	Externalisation

	Product complexity
	Internalisation

	Product differentiation advantage
	Internalisation




External factors

Sociocultural distance
When the culture of a host country appears to be significantly different to that of the home country, a company may feel that these differences increase the risk of associated with the venture and may make them more likely to choose export modes, which involved less of a financial commitment than investment modes (Hollensen, 2014). Whilst the German and British cultures have many similarities but there are also some significant differences. Using Hofstede’s cultural dimensions theory (Hofstede Insights, 2018) the two countries appear to have different attitudes towards uncertainty and risk. Whilst British people are considered to be quite open to risk (Gorden, 1984), German tend to be more risk-averse will seek to create as much certainty as possible through detailed preparation (Littrell & Valentin, 2005). There is also a large gap between the results from the indulgence index. British people like to have their needs and desires met and are actively encouraged to pursue the things that they want from a young age. In contrast, German people are generally characterised as a restrained and cynical nation who value work over leisure and self-gratification (Hofstede Insights, 2018). Local partners may be able to overcome some of these cultural differences and enable smoother entry into the market.

Demand uncertainty
TRL’s sales have been increasing year-on-year and profits have doubled over the last 12 months (Tom Raffield Ltd, 2017) indicating that there is strong demand for the product. However, uncertainty regarding the outcome of Brexit negotiations could have an impact on the attractiveness of British companies and products which could potentially affect sales (Giugliano, 2015).

Market size and growth
The German furniture import market is strong, with a value of around $16.6bn (Trading Economics, 2018). It is also the eleventh fastest growing import market in Germany (World’s Richest Countries, 2016) which is indicative of a good opportunity for TRL. However, the German furniture market is also highly competitive with many larger retailers which could make it difficult for TRL to penetrate the market (Merkel, 2015).

Trade barriers
Whilst the UK remains within the EU, there are no barriers to trade with Germany but there uncertainty about whether the UK will be able to maintain its free trade agreements with the EU member countries when it leaves. As a supporter of free trade (Von Der Burchard, 2017), it is unlikely that trade barriers will be imposed. However, German consumers are said to prefer products which have been produced in Germany (Niven, 2013). Therefore, a local partner may be useful in addressing this issue.

Intensity of competition
Competition amongst furniture retailers in Germany is high (Merkel, 2015). Pursuing an investment mode of market entry may expose TRL to high levels of risk if the company is unable to compete effectively with local companies.

Number of relevant intermediaries
There is a good choice of intermediaries available in Germany. Export modes of entry using partners such as commercial agents, distributors, trading houses and merchants are the most commonly used method for exporting goods into Germany (iXPOS, 2018).

As the summary table below indicates, TRL’s external factors suggest that intermediate modes might be appropriate. These options should therefore be explored.

	Sociocultural distance
	Intermediate

	Demand uncertainty
	Intermediate

	Market size and growth
	Intermediate

	Trade barriers
	Intermediate

	Intensity of competition
	Externalisation

	Number of relevant intermediaries
	Externalisation




Transaction specific factors

Tacit know-how
Furniture and lighting products are necessities in most developed countries and, although the method of making them is slightly unusual it is relatively low-tech. It would be simple to explain to a local partner and, likewise, they could explain the concept to potential customers quite easily.

Opportunistic behaviour
It is possible that potential partners could exploit a partnership by selling the products at prices higher than agreed or exaggerating the value of the market in order to secure a lower purchase price. As partners would not have access to TRL’s equipment, it would be difficult and costly for partners to attempt to replicate TRL’s technology and therefore not in their interests to do so. To prevent issues relating to pricing and confidentiality a clear and comprehensive contract should be agreed, which enables action to be taken in the event that any of the terms are breached (Hollensen, 2014).

The summary table shows that TRL’s transaction specific factors indicate a strong inclination to externalisation:

	Tacit know-how
	Externalisation

	Opportunistic behaviour
	Externalisation




Desired-mode characteristics 

Risk averse
TRL has a relatively small amount of capital available and, as such, it would be very risky for the core business if it invested a large proportion of this in capital investments overeas.

Control
Whilst it is important for TRL to maintain control of production, the company does not feel it is necessary to have complete control of the entire end-to-end delivery of the product. TRL already engages in a number of partnerships with distributors in the UK including John Lewis and Heal’s (Abraham, 2010).

Flexibility
Entry into Germany will be TRL’s first international experience and, as such, it will be using this opportunity to test the market. Through trial-and-error and customer feedback, it may be necessary for TRL to adapt its strategy and flexibility is therefore very important. By pursuing options that are less risky it will be easier if they need to change their approach in the future.

As per the table below, TRL’s desired-mode characteristics favour externalisation:

	Risk averse
	Externalisation

	Control
	Intermediate

	Flexibility
	Externalisation




The analysis has revealed that investment modes are not suitable for TRL, largely due to the lack of capital and resources available to the firm. However, the results suggest that it is worth exploring both intermediate and export modes.

Intermediate modes of market entry include contractual agreements such as strategic alliances, licencing, franchising and local manufacture. In this case, a strategic alliance will not be suitable for the same reason that TRL is unable to pursue investment modes. The company has insufficient equity and resources to put into such an arrangement and the agreement would also make it difficult for the company to adapt its strategy at a later date. Flexibility is extremely important for TRL, particularly as it enters an international market for the first time.

TRL’s competitive advantage is it’s innovative production method and the high quality, handmade properties of the products. Licencing or franchising would therefore rely on partners (licensees or franchisees) to produce its product to the same high standards in order to maintain the brand’s reputation. However, this would be extremely difficult to enforce and would create a significant risk for the brand. Similarly, local manufacture or local assembly would also present challenges in finding people with the right skills and the necessary attention to detail (Stonehouse et al., 2004).

As discussed above, intermediate modes fail provide to level of flexibility and control which is required by TRL. However, there are a number of export modes which may be more suitable, which are discussed below.

There are two types of export modes – direct and indirect. Indirect exporting involves trading with partners who are based within the home country and arrange for the product to be distributed to consumers in the host country. Using indirect export modes means that the company does not have any contact with the host country. Whilst this keeps costs low and reduces the risk, it means that the company gains limited experience of the environment and is unable to forge its own contacts. They will therefore be limited in their ability to grow the market or learn from the experience. Indirect export would include using export buying agents, using export management companies and ‘piggybacking’.

‘Piggybacking’ involves working with a retailer from the home country who has already established itself within the host country. As a ‘rider’, TRL could utilise a retailer’s physical store and infrastructure whilst filling a gap in the ‘carrier’s’ product range (Hollensen, 2014). TRL already has a very successful relationship with John Lewis in the UK and has a room set installed in the Oxford Street store in London (Tom Raffield Ltd, N.D.). It is therefore unfortunate that John Lewis does not have a presence in Germany and that it does not have any intention to expand internationally (Ruddick, 2014). There are very few British retailers operating in Germany - Marks and Spencer withdrew from the country in 2001 (Osborn, 2001) and it seems that unsuccessful internationalisation attempts made by other British retailers, such as Tesco and Sainsbury’s, has deterred other British firms from attempting international expansion (Ruddick, 2015). Therefore, piggybacking will not be an option for TRL.

Direct exporting involves dealing with local partners who are based in the host country. Local partners are familiar with the market and customer group and have a solid understanding of the cultural nuances within the host country. In addition, local partners are usually able to utilise a network of existing business contacts in order to make rapid entry into the market (Wach, 2014). 

Using an agent or a distributor is a relatively easy way to access new markets although the downside of this is that the company does not get direct exposure to the market themselves so will miss out on the opportunity to develop new contacts. The partner’s commission or sales price will also have an impact on profit margin (Hollensen, 2014).

Some companies dislike the fact that they lose a large proportion of their control when the products are sold to the distributor. The way that the product is marketed will be largely up to the distributor and the manufacturer may feel that these marketing efforts are either insufficient or off-brand (Tabbitt, 2016).

In some instances, local partners are considered useful for market entry in the short-term but not the long-term and companies will move on to set up a more permanent, physical presence in the country once the demand for the product has been proven and a customer base has been built. The disadvantage of this approach is that this short-term view can damage the relationship with the partner so that they lose some of their commitment to the partnership and perhaps don’t put in the same amount of effort that they would if the contract had a more long-term focus. Companies need to address this by involving their partners in their long-term strategy, giving them a vested interest in the long-term success of the company and creating a sense of trust and true partnership (Arnold, 2000). Choosing the right partner - who has the necessary local knowledge, the ability to effectively distribute the company’s product and the right approach to partnership working - is essential (Hollensen, 2014).

Direct exporting through local distributors is likely to be the best option for TRL and there are several opportunities that the company could pursue.

There are a number of very large furniture retailers based in Germany, who could potentially provide a large amount of exposure for TRL. XXXLutz is one of the largest furniture groups and has many sub-brands, including some premium products. However, XXXLutz’s strategy centres around offering low prices and discounts to its customers (Kapalschinski, 2015) and this does not align well with TRL’s luxury, premium price and brand. Similarly, the Crate & Barrel brand (part of the Otto Group) offers a high-quality, modern selection of furniture (Safdar, 2018) but its emphasis on mass-produced products is at odds with TRL and a partnership would therefore be unlikely to work.

Another option would be to approach one of the German department stores, such as the KaDeWe Group. KaDeWe offers a range of luxury goods including furniture and lighting and has been delivering increased profits since La Rinascente bought a majority stake in 2015 (Politecnico Di Milano Graduate School of Business, 2017). KaDeWe’s three German stores have received around 400 million euros in investment for a major renovation and current turnover is around 600 million euros (Drier, 2016). Research indicates that German department store sales are forecast to grow, most likely as a result of the emergence of omnichannel retailing where customers enjoy the experience of interacting with real products in addition to researching product details (BusinessWire, 2016).

Alternatively, TRL could attempt to establish a partnership with a smaller company such as Kare Design, another upmarket retailer with a similar ethos. The furniture that they sell is 85% designed internally but a small proportion is outsourced. Kare Design has demonstrated consistent growth as well as successful foreign expansion (Terpitz, 2016).

Both KaDeWe and Kare Design are well aligned with the values of the TRL brand and the strong financial performance which has been demonstrated by firms suggests that they would represent a relatively low risk to TRL.

Once the market entry strategy has been implemented, it is important that TRL monitors the partnership closely and evaluates the success of the strategy. It is likely that at least some of the strategy will require some adaptation following feedback from staff and partners. Metrics such as costs, sales growth and market share will be useful in establishing the success of the partnership. However, of equal importance is the level of co-operation between the partners (Rugman & Collinson, 2012).

5.	International Marketing Plan

The marketing plan will address each of the 4 Ps of marketing and the extent to which the home country marketing strategy will require adaptation in order to meet the needs of the German market (Rugman & Collinson, 2012)

Product

TRL produces high-quality, durable handmade wooden furniture and lighting using a unique steam bending technique. The process is low-tech using minimal energy and the wood comes from sustainable sources (Foyle, 2017). The products are therefore considered to be highly ethical, luxury items and it is these qualities which make them so popular with British consumers (Kaur, N.D.). Market research has shown that there has been a shift in the furniture preferences of German consumers from highly functional, formal designs towards more of an emphasis on curved shapes and comfort. German consumers also prefer natural materials (Dege, 2015). Additionally, products which are designed in the UK have appeal overseas (Tabbitt, 2016) and TRL can capitalise on this international appreciation of the British national image (Wild & Wild, 2016). This insight indicates that there is no need to make any initial adaptations to the product design. Whilst competitors is Germany such as IKEA and XXXLutz focus on mass production, this is not something which TRL should attempt to emulate as it is its handmade quality which gives its products their competitive advantage. Whilst the UK remains a member of the EU, the quality standards which are necessary to operate in the German furniture market are the same as they are in the UK (Department for International Trade, 2016).


Place

TRL currently sells the majority of its product via its website and the rest through UK distributors. In addition, the company receives orders from individuals and companies requiring bespoke pieces of furniture. The preferred market entry strategy as identified in the previous section is to utilise local distributors in Germany who can reach local customers and position the products in such a way as to appeal to German preferences. The options that will be explored include a partnership with KaDeWe and Kare Design, both of which have the potential to offer a large amount of exposure for TRL. In addition to this, TRL should also maintain an online presence but this should be adapted for the local German market and may require input from another local partner to ensure that the language and content is appropriate. However, the web platform which is used to host the website and process orders can be standardised in order to avoid duplicating costs and to optimise administration and order fulfilment process (Tabbitt, 2016).


Price

The pricing strategy used in the UK reflects the amount of labour required to produce each handmade piece and also reflects the premium, luxury nature of the product. The price associated with a product is more than a financial contract – it is also a tool that companies can use to indicate the desirability and quality of a product. As such, it can be damaging to the brand if a product is sold for less than its worth. It is also important that pricing strategies are consistent across different markets, particularly where products are sold online and customers in one country can see the cost of the same product in another country (Wild & Wild, 2016). Whilst many of the large furniture retailers in Germany are focused on offering their products at discount prices (Kapalschinski, 2015), this is not an approach that TRL should follow as it could devalue the product and the brand in the host country and the home country too. In addition, research shows that German consumers are prepared to pay more for high quality furniture and are the third-highest spenders on furniture (Regio Data Research, 2016).

Promotion

In the UK, TRL promotes itself mainly through its website and distributors (Abraham, 2010). The company has also gained exposure by being invited to create installations at Chelsea Flower Show and London Craft Week and also has a permanent room set at the Oxford Street John Lewis store (Tom Raffield Ltd, N.D.). TRL has also featured in numerous magazine and newspaper articles (Abrahams, 2010; Foyle, 2017) as well as appeared on the television show, Grand Designs (Grand Designs Magazine, 2016). The TRL is synonymous with high-quality, luxury and sustainability and its origin and story are a large part of the overall brand. If the company became involved with a partner or a venture which became misaligned with TRL’s core values and ethical standards, this could be very damaging for the brand (Mead & Andrews, 2009). At the same time it is important to note that elements of the advertising and promotional methods that are used in the new market may need to be adapted to suit the local market conditions. The company must therefore decide which parts of the core brand must remain consistent and which parts can be adapted. In addition, local teams must be given the freedom to tailor local promotions so that they are appealing and appropriate for a German audience (Mead & Andrews, 2009). Although standardisation reduces costs, promotions which use inappropriate language or imagery can be confusing and even offensive (Wild & Wild, 2016). As part of its promotions, TRL should continue to utilise its website in order to support its expansion into Germany. Ideally, a German version of the website should be created with the input of a local partner to ensure that the language and cultural references are appropriate. It has also been highlighted that German consumers are particularly sceptical of brands and products that are unfamiliar to them so it is important to ensure that there is a sufficient amount of technical detail to satisfy these consumers and also that there is a level of credibility associated with the product (Niven, 2013). Therefore, TRL may benefit from making some of its awards and media appearances more prominent on its website. Social media is another medium which can be used successfully and the main platforms (Facebook, Snapchat and Twitter) are the same in Germany as they are in the UK. However, it is worth noting that only around 50% of German people use social media (Waltz-Oppertshäuser, 2017)

6.	International Business Structure

Tom Raffield Ltd is a small and medium-sized enterprise (SME) employing 30 people in Cornwall (Foyle, 2017), including designers and craftspeople as well as a back-office team including sales and marketing, business development, client and relationship teams.
The selected market entry strategy selected means that it will not be necessary to employ people directly within the host country. This is because the firm will identify a distributor within the host country who will buy the products and sell them on to consumers on TRL’s behalf.

However, in order to work successfully with the local distributor, it is crucial to develop strong positive relationships. This ensures that there is trust and co-operation so that both parties can benefit from the arrangement (Hollensen, 2014).

In larger, more established multi-national companies it is commonplace for there to be an expatriate brand manager. This person lives in the host country and provides the vital link between the company and the local subsidiary, overseeing the careful management of the brand as the product is delivered to its local customer base (Mead & Andrews, 2009). Whilst it is not necessary to have a brand manager located in the host country, it is important for the local distributor to have a key point of contact within the company with whom they can develop a strong and production relationship through regular telephone calls, Skype meetings and occasional face-to-face meetings too (Hollensen, 2014). 

Those staff currently employed within the client and relationship management team would be best placed to fulfil this role. This key contact within TRL will require strong communication and negotiation skills and the ability to balance the needs of the company against those of the distributor (Mead & Andrews, 2009). They will also need to understand the key cultural differences that exist between the UK and Germany, such as the tendency for German speakers to be much more direct in their communication style than their British counterparts (Hamburg, 2013).


7.	Recommendations


Following an assessment of the internal factors, external factors, transaction-specific factors and the desired-mode characteristics, it is recommended that TRL adapts a direct market entry mode, using a local distributor in Germany. The reasons for this choice are that it is a relatively low cost option which will not require TRL to make any large capital investment. This reduces the financial risk for the company and also creates flexibility so that it can adapt its strategy in the future if required.

As an initial course of action, it has been suggested that TRL should explore a potential partnership with the successful German department store chain, KaDeWe. An alternative, smaller retailer (Kare Design) has also been recommended as an option for investigation due to the alignment of values between TRL and the proposed distributor.

TRL will need to ensure that a careful selection process is undertaken when identifying suitable partners. In particular, the values and ethos of the partner will need to be well aligned to TRL. In addition, the partner will need to have an appetite for close collaboration and co-operation.

Although it is not anticipated that the product range will require any adaption to the local market at present, it is possible that some adaptation may be required following feedback from the distributor and/or German consumers. The pricing strategy will also remain the same in order to maintain the company’s brand positioning in the luxury market.

However, TRL’s promotions will need to be adapted for the local audience. This includes the need for a German version of the company website which will be created with input from a local partner to ensure that the language, imagery and cultural references are appropriate. The content will also need to be expanded to provide a greater emphasis on the technical detail of the products and the brand’s credibility. TRL should also capitalise on the fact that its products have been designed and made in Britain.

Finally, TRL should appoint a member of the client and relationship team to be the primary point of contact for the local distributor in Germany. This should help to establish a trusting, co-operative, long-term partnership that will bring benefits for both parties.
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