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Executive Summary
Budget was founded in 1958 as a car rental company for “budget minded” renters. We are currently present in more than 120 countries with approximately 3,350 locations worldwide. This international business plan is to explore Budget’s expansion opportunities in Ghana. To assess the viability of this venture, a foreign market research was conducted to include PESTEL factors for Ghana’s macro conditions and PORTER’s. 
After careful consideration of the various entry modes, the conclusion was reached that establishing a joint venture with a local car rental company in Ghana will be the most ideal in this case. Our global marketing plan was based on finding the balance between a standardised approach to the marketing mix and a localised approach that is responsive to country or regional differences (Keegan and Green, 1999). The decision was taken not to either standardise or adapt, but the degree to which we should standardise or adapt our marketing mix in other to maximise efficiency. For the same reasons our marketing mix was standardised or adapted to a degree, our human resource strategy was treated the same way and transformed into our International Human Resource Management. We decided to strike a fine balance between local and cross-national isomorphism, to allow us to incorporate where possible, best practice from the home country to fit local norms. 

Two recommendations were made. The first recommendation was for the approval and implementation of the international business plan. The second recommendation was that a team should be put together to identify a potential business partner in Ghana for the purposes of forming a joint venture. The question that has formed a baseline for this business plan has been if the risks are worth the rewards and the answer is yes. Ghana has a young and growing population, stable democracy, relatively low corporate tax, low income tax, and a fledging car rental industry which is expected to grow. These makes Ghana an attractive destination for an international business expansion and Budget intends to make good use of this opportunity by establishing new operations in the country.
1.0 Introduction

Budget was founded in 1958 as a car rental company for “budget minded” renters (Budget, 2019a). Budget Rent-a-Car was established two years later. Throughout this business plan, it will simply be referred to as Budget or the company. As our name suggests, Budget has always been synonymous with providing great value for money (Budget, 2019b). We are an industry leader in providing vehicle rental service to the value conscious customers through a network of locations worldwide. In 1966, we launched our first UK operations in Ilford and Croydon. We are currently present in more than 120 countries with approximately 3,350 locations worldwide (Budget, 2019b). 
Globalisation presents us with myriads of opportunities, and this is something we intend to continually exploit in other to further expand our business internationally. This international business plan is to explore Budget’s UKs expansion opportunities in Ghana. To assess the viability of this venture, a foreign market research was conducted to include PESTEL factors for Ghana’s macro conditions and PORTER’s five forces for the micro conditions. Our overall strategy includes our international business strategy, internationalisation process and an international marketing plan. 
1.1 Corporate Global Vision and Goals

Vision
“We will be a growth-oriented car rental company by efficiently serving value-conscious customers for all their car rental occasions” (Budget, 2019c). This will stay the same. The expansion into Ghana fits into our growth orientation and our main target market will remain value-conscious customers.
Mission

“We will consistently deliver a quality product, friendly service and great value that makes customers confident that Budget is their best car rental choice” (Budget, 2019c). Our mission has helped in our brand positioning which forms part of our over-all marketing mix discussed later in this report. Our mission will remain the same in Ghana.
Values

· A commitment to great value for customers.
· A focus on quality service

· A deep pride in who we are and how we work.

· A recognition that profitability fuels growth.

· A dedication to being a great place to work.
2.0 Ghana: Foreign Market Research
The country chosen to explore Budget’s next international expansion opportunities is Ghana. It is located in West Africa and is considered one of the leading and influential countries on the continent (Maier et al., 2019). It is bordered to the north by Burkina Faso, to the east by Togo, to the west by Côte d’Ivoire and to the south by the Atlantic Ocean (Maier et al., 2019). It has two commercial shipping ports which should be of interest to the company. This is because it provides ease of access if we decide to import our vehicles into Ghana to take advantage of our current supplier arrangements.  Its official language is English which should remove communication barriers. According to Worldmeters (2019), it has population of approximately 30 million and a median age of 20.5 years. To get an in-depth knowledge of Ghana, there is a need to understand both the macro and micro conditions of the country. This should provide us with a baseline on which Budget can conduct a SWOT analysis which should dictate the strategies needed to launch and sustain a profitable venture in the country.

	P


	Constitutional democracy (Maier et al., 2019). Elections are fiercely contested and are mostly free and fair (Mills, 2018). 5th least fragile state in Africa (FP, 2012) and 64th least corrupt country (Agyemang-Duah, 2008). There is a high degree of media freedom (BBC, 2018) and designated Level 1 safety by the US State Department (Consular Affairs, 2019). This means Budget will be operating in a country with a free and safe environment. Without this assurance of freedom and safety, a case cannot be made for our international expansion into Ghana. The risks would simply be too high.

	E
	Market-based economy with few barriers to trade and a competitive business environment (CIA, 2019). It is classed as a middle-income country (Forest, 2011) and had a GDP growth of 6.9% in 2018 (IMF, 2018). This is a good indication a vast majority of the population can afford our service. It has a corporate tax of 25% and an average income tax of 10% which is capped at 25% (GIPC, 2019b) which mean a lower cost of doing business for Budget. Statista (2019) puts unemployment at 4.9%. Low unemployment is an indication of the economic health of the country.

	S
	Very hospitable people especially towards foreigners (Ohio Northern University, 2018). They have a strong “foreign taste”. Evidence of this is the proliferation and success of foreign companies operating in the country such as Burger King, McDonalds, Uber among others. This means Budget would be entering a market which is hospitable to foreign companies. Ghana has a thriving young population with a median age of 20.5 years (Worldmeters, 2019). Ghanaians will usually get offended if local etiquettes are not followed. For example, receiving something with your left hand. There is therefore the need for our international employees to undergo a Ghanaian etiquette training.

	T
	Ghana’s economy is predominantly agrarian (Yawson, 2002) but this is changing. By 2016, Ghana had a mobile phone penetration of 131% and mobile data subscription of 67.7% (NCA, 2016). The mobile data subscription gives an indication of the overall internet penetration in the country. This is of particular interest to Budget as it relies on internet connectivity for its transactions with customers. Payment method is mainly cash but a few businesses accept card payments (Wassuna and Ng’weno, 2019). The country has a vibrant mobile-money market with around 20 million subscribers (Wassuna and Ng’weno, 2019). This is staggering when compared to its population of around 30 million. Budget should find ways of harnessing the vast mobile-money market into a practical online payment method for millions of potential customers who don’t have access to this facility.

	L
	Ghana has an independent court system (GIPC, 2019b). Arbitration, mediation and other forms of dispute resolutions are available (GIPC, 2019b). Enterprises can freely convert currency relating to their business including the remittance of proceeds (GIPC, 2019b). It subscribes to the World Intellectual Property Organisation and is a member of the Multilateral Investment Guarantee Agency which provides guarantee against non-commercial risks in developing countries (GIPC, 2019b). It has an agreement with the UK to avoid double taxation (GIPC, 2019b) which Budget will benefit from.

	E
	Ghana is a tropical country with sunshine all year round (Ghana Tourism, 2019). It has a coastline line, 16 national parks and wildlife sanctuaries opened all year round (Ghana Tourism, 2019). It has abundance of wild life and a comparably good road network (Ghana Tourism, 2019). This makes it an attractive tourist destination which offers an opportunity for Budget to target another segment of the car rental market being tourist.


2.1 PESTLE Analysis

PESTLE is an acronym for Political, Economic, Sociological, Technological, Legal and environmental factors. It has been used to determine external factors and macro conditions of the country. Below is a brief summary PESTLE analysis of Ghana;

The PESTLE analysis gives us details of the macroenvironment. To understand the nature of competition within the car rental industry in Ghana, Porter’s five force analysis has been used to analyse the microenvironment.

2.2 Porter’s Five Force Analysis

Industry Rivalry/Competition: There’s a low market concentration of car rental companies in Ghana. GWS (2019) puts the total car rental in the country at 55 with most being small and localised. The low market concentration should enhance our chances of success after launching operations. There is competition from other international car rental companies such as Hertz and Europcar, but this is concentrated around the capital city. It is safe to assume these will be our main competitors. The industry is fledging and is projected to grow rapidly. This means our new operations have a lot of room for further expansion. There are diversified competitors offering budget, standard and luxury.
Threat of New Entrants: There is a high entry barrier due to relatively high capital requirements for setting up. Cost of cars, office rental and commercial insurance can be prohibitive. Despite this, the industry remains lucrative and new entrants should be expected which would mean more competitors.
Threat of substitutes: Substitute service entry is high. The commonest form of travel is public transport of which the vast majority are minibuses also known as “Trotro” locally. Other forms of substitutes are Taxis. Uber already operates in the country and it has gained popularity. This gives consumers a wider choice. 
Bargaining Power of Customers: A vast majority of Ghanaians do not own cars. This coupled with the low car rental companies to choose from means individual customers have a low bargaining power. The opposite is true for large corporate organisations mainly because they can provide a source of consistent business. 
Bargaining Power of Suppliers: Major suppliers in this industry include car dealers and fuel stations. Being a big corporate car rental company, we should have a high bargaining power over car dealers who would vie for our consistent business. Bargaining power of fuel suppliers is low due to large numbers operating in the country. This presents an opportunity to negotiate for lower prices and to reduce our operating cost, increasing profits in the process.
2.3 Risk Assessment
Five main risks were identified from the foreign market research namely political unrest, foreign exchange risk, inflation, corruption and cultural risks. 
	RISK
	IMPACT
	PROBABILITY
	RISK SCORE
	ACTION

	Political Unrest
	High
	Low
	Medium
	Develop protocols to include evacuation and carry out drills

	Foreign Exchange Risk
	High
	High
	High
	Lock in fixed rates by booking a forward exchange contract.

Currency options to protect against adverse rate movements.

Develop long term strategy.

	Inflation
	Medium
	Medium
	Medium
	Invoice in GBP

	Corruption
	High
	High
	High
	Transparent business practices.

Internal and external audits.

	Cultural
	Low
	Low
	Low
	Work place induction to include local etiquette training.

Use Hofstede’s dimension's theory to develop a profile of Ghana.


3.0 International Business Strategy
According to Hill (2014), businesses can use six entry modes to enter foreign markets. These include franchising, turnkey projects, licensing, exporting, joint ventures or wholly owned subsidiaries (Hill, 2014). Currently, we operate or licence the Budget vehicle system or the Budget System, which is comprised of vehicles rental locations at most of the largest airports and cities in the world (Avis Budget, 2018). The nature of our business means exporting is ruled out. Turnkey projects are suitable for industries which use complex and expensive production technologies such as pharmaceutical, petrochemical, chemical and metal refining. This ruled this mode of entry out. Although we use licensing in some countries, it does not give us tight control of our business strategies.  After careful considerations of the various entry modes, the conclusion has been reached that establishing a joint venture with a local car rental company in Ghana will be the most ideal in this case. This is because of the advantages a joint venture offers us. According to Deresky (2016), a joint venture is “... a new independent entity jointly created and owned by two or more parent companies”. Such a venture with a local partner will provide Budget with the following advantages;
· Budget will benefit from the local partner’s knowledge of the host country’s culture, competitive conditions, language, business and political systems (Adapted from Hill, 2014). We would bring to the partnership decades of experience in the car rental industry around the world as well as industry best practice.

· The costs and risks of setting up new operations in a foreign market are high, Budget will gain by sharing these costs and risks with our local partner (Adapted from Hill, 2014).

· The local alliance will also be used as a learning curve by our managers into the business environment in Ghana and what is required to thrive (adapted from Deresky, 2016).

· Joint ventures with local partners are less likely to be nationalized or other forms of adverse interference by the state (Hill, 2014).

Despite these advantages, there are disadvantages with joint ventures.

· Firms that go into joint ventures risks giving away control of its technology (Hill, 2014). Budget is primarily a service company and does not rely on proprietary technology so this should not be an issue of concern. There is also the risk of giving away control of our business model, infrastructure and I.T.
· Joint ventures can lead to conflicts and battles for control between the firms involved if their goals and objectives change (Hill, 2014). Potentially, conflicts could arise if Budget cannot agree with the local firm on the overall strategic direction of the venture.
· Budget will not have a tight control of subsidiaries.
Despite these disadvantages, it has been deemed this is the best entry mode into Ghana.  The reason for this decision is because in our view, the benefits of the joint venture stated above far out ways its disadvantages. We will seek to have a majority stake in the joint venture so as to minimise any potential downsides. 
3.1 International Marketing Plan
Our marketing objectives will be achieved using a global marketing mix. Kotler (2000) defines a marketing mix as “... the set of marketing tools that organisations use to pursue their marketing objectives”. An example is the 4 Ps which are products, price, place and promotion developed by Edmund McCarthy (Needham, 1996). During the time of its development in the 1940s, the service industry was not given much consideration (Booms and Bitner, 1981). This was expanded by Booms and Bitner (1981) to 7Ps, to cater for the service industry. Since we are in the service industry, its makes sense to use the 7Ps.  Marketing within the boundaries of one country is usually simple and straight forward due to a relatively homogenous population. Standardisation of the marketing mix is a sensible choice in this case because it saves time and money (Hill, 2014). As previously stated in the introduction, Budget is currently present in more than 120 countries with approximately 3,350 locations worldwide. As expected, these countries have different preferences and taste, and culture. We face the choice standardization or adaptation. Keegan and Green (1999) state that “the essence of global marketing is finding the balance between a standardised approach to the marketing mix and a localised approach that is responsive to country or regional differences” (p.28). This will underpin Budget’s global marketing mix. The decisions we have to make then is not to either standardise or adapt but the degree to which we should standardise or adapt our marketing mix in other to maximise efficiency. 

3.2 7Ps

Booms and Bitner (1981) expanded the original 4 Ps by adding 3 extra Ps to account for the service sector. Since Budget is a service company the 7ps serves its purposes better. The 3 extra Ps are process, People and Physical evidence.

Product: This refers to what is being provided to the customer and includes items and services (Farrall and Lindsley, 2008). Our fleet consists primarily of vehicles from the current and immediately preceding year model (Avis Budget, 2018). This practice will be standardised, but we will adapt the kind of vehicles in the fleet in consultation with our Ghanaian partners to reflect local preference.
Price: According to Kotler and Armstrong (2011), price refers to the amount of money consumers pay for a product or service. Pricing in our industry is highly competitive and we have turned this into our strength.  We follow a low-price strategy in line with our vision of efficiently serving value-conscious customers for all their car rental occasions. This will be standardised.
Place: This refers to where and how products are made available to customers (Farrall and Lindsley cited in Frazzer-Morris, 2018). Office and pick-up points will be strategically located in major cites and all airports in Ghana. These would be adapted to reflect local customs and culture.
Promotion: According to Kotler and Armstrong (2011), this refers to activities that communicate the merits of the product. They consist of a blend of sales promotion, advertising, personal selling, public relation and direct marketing tools that the firm utilizes to build customer relationships and communicate customer value (Kotler, 2000). A standardised promotion means the same promotion is used in all countries around the world (Onkvisit & Shaw, 2004). Budget appreciates the differences between countries and have opted to adapt our promotion to be country specific to reflect these differences. The PESTLE analysis revealed that Ghana had a mobile phone penetration of 131% as at 2016 and mobile data subscription of 67.7% (NCA, 2016). The mobile data subscription gives an indication of the overall internet penetration in the country. This means there is an opportunity for us to continue using email marketing and internet, social media and wireless mobile device applications. These would be used in conjunction with traditional off-line media such print and advertising and T.V to reach the rest of the population. These channels will be standardised.
Process: Our reservation process via phone call, website, mobile application will be standardised. Ghana being a largely cash society means we will have to be prepared to do a lot of cash transactions. As stated previously on the PESTLE analysis under technology, mobile money is widely available in Ghana and we should adapt our payment platforms to accept mobile money payments.
People: This refers to who interacts with the products/service such as employees involved in selling, public relations, advertising and the consumers themselves. These would all be adapted. Almost all our employees would be Ghanaians, but most importantly, our customers would predominantly Ghanaians. PR and advertising will be done using Ghanaian firms.
Physical Evidence: This refers to what businesses can do to shape how their service or product is perceived (Frazzer-Morris, 2018). Although this forms parts of branding, it refers to the component that is visual. It can be anything from a brochure, a uniform or store design (Farrall and Lindsley, 2008). These would all be adapted to give customers a feeling of Budget proudly embracing the Ghanaian culture.
Our international marketing plan, achieved through our mostly adapted global marketing mix, is essential not just for our entry strategy but our over all internationalisation process. But just as our marketing mix was not exported wholly into Ghana for reasons stated above, so does another important aspect of our business, human resources. 
4.0 International Human Resource Management (IHRM)
For the same reasons that our marketing mix was standardised or adapted to a degree, that is, differences in countries, our human resource strategy would also have to be treated the same way and transformed into our International Human Resource Management. Morgan (1986) defines IHRM as the relationship between the three dimensions of HR activities, type of workers and the country where the organisation operates. According to Dowling et al. (2013), one difference between IHRM and domestic HRM is that workers are moved across countries into various job roles within the organisation’s foreign operations. IHRM generally involves similar activities as HRM, and budget can transfer some of its adapt its HR policies into IHRM through Isomorphism
. Our options according to  Marchington and Wilkinson (2008) are Local isomorphism- Local norms are fitted into HR practice, Cross national isomorphism- Human Resource policy and practice conform with the home country, Corporate isomorphism- Human Resource policy and practice take a universalist approach which is free from either the host or home country and Global intercorporate isomorphism- Organisations adopt or replicate HR practice of global competitors.

Budget should strike a fine balance between local and cross-national isomorphism. This will allow us to incorporate where possible, best practice from the home country to fit local norms. Issues that Budget needs to address included but are not limited to staffing, cross-cultural management and a cultural shock.

4.1 Staffing

Budget will confront staffing problems that are either not present in the home country or are complicated by the international context (Marchington and Wilkinson, 2008). Marchington and Wilkinson (2008) describe international staffing approaches below;
· Ethno-centric: Important job roles within the organisations local and foreign offices are held by managers from the organisation home country.

· Poly-centric: Key positions are filled by local nationals.

· Geo-centric: Managers come form countries other than host or home country and are not appointed by country of origin.

Budgets will benefit from a polycentric approach to staffing due to local knowledge from our partners. This approach will be used as a learning curve for expatriate employees, for example, how business is conducted in Ghana and local norms and etiquettes. The reality is, a combination of ethno-centric and poly-centric approach would be used.  This is because as we expand internally within Ghana, some key positions can then be filled by expatriate staff from the UK after gaining local experience learning from the initial poly-centric approach.

4.2 Cross-Cultural management

Kluckhohn and Kroeber (1952, p181) define culture as “comprising of patterned ways of thinking, reacting and feeling which are acquired and conveyed by symbols, constituting the distinctive accomplishments of human groups and their values”. Expatriates may experience a cultural-shock (Dowling et al., 2013) leading to ill feelings about the host nation and its people and a desire to return home (Harris and Morgan, 1979). This will seriously undermine our joint venture and potentially pose as an existential threat if not properly managed. Hofstede’s cultural dimensions offers us a solution.

4.2.1 Hofstede’s Cultural Dimension

Four cultural dimensions were identified by Hofstede based on initial theoretical considerations and statistical analysis, which can be used to describe cultural differences or similarities between countries (Hofstede, 1991). Below is a comparison between the UK and Ghana.
Fig 4.1
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The most important aspects of this report are long-term orientation and Indulgence. The reason for this is the former shows strong divergence which needs to be bridged and the later shows a convergence which should be exploited. 
Normative societies which score low on this dimension, for example, prefer to maintain time-honoured traditions and norms while viewing societal change with suspicion. Those with a culture which scores high, on the other hand, take a more pragmatic approach: they encourage thrift and efforts in modern education as a way to prepare for the future. With an intermediate score of 51 in this dimension, a dominant preference in British culture cannot be determined. Ghana on the other hand has the incredibly low score of 4 in this dimension. A score this low indicates a very strong preference to a normative way of thinking. People in such societies have a strong concern with establishing the absolute Truth; they are normative in their thinking. They exhibit great respect for traditions, a relatively small propensity to save for the future, and a focus on achieving quick results (Hofstede, 2019). 
Other areas of concern are power distance and individualism. Power distance deals with the fact that not all individuals in a society are equal. Ghana scores high on this dimension which means people accept a hierarchical order in which everyone has a place, and this needs no further justification (Hofstede, 2019). Individualism as a dimension addresses the degree of interdependence a society maintains among its members. Ghana with a score of 15 is considered a collective society (Hofstede, 2019). There is a cause for concern with this dimension because hiring and promotion decisions in such a society takes account of employee’s in-group and management is the management of groups (Hofstede, 2019).
Information such as the one above obtained by using Hofstede’s framework gives very important information about the culture of a country. The mere fact that our employees are made aware about differences between the UK and Ghana would prepare them psychological for any cultural shock and lessen its impact. Cultural training of our international staff together with the cultural dimensions should make them ready to adapt to the new environment. 

Hofstede’s framework has its limitations. First, the results from his first study are from 1967-1973 (Dowling et al., 2013). Second, the study was conducted in one company (IBM) and limited to middle class males in service position. And third, countries are not homogenous and vary by region. Despite these limitations, Hofstede’s framework provides a baseline of comparing cultures which can be used by Budget as a starting point. 
5.0 Recommendations

The following recommendations have been made;

Recommendation 1: It is recommended that this international business plan should be approved by the CEO and steps taken to implement it. Ghana presents a fantastic opportunity for Budget’s international expansion which would bring with it new markets, new customers and growth of our business.
Recommendation 2: It is recommended that a team should be put together to identify a potential business partner in Ghana for the purposes of forming a joint venture with Budget having a controlling interest. Our international expansion is not without its risks and establishing a joint partnership with a reputable Ghanaian car rental company firm has been proved to be an important way of reducing this risk.
6.0 Conclusion
Risk is inherent in every business and this risk is compounded when the business expands beyond its national boundaries due to reasons stated earlier on. The PESTEL analysis revealed some worrying concerns such as inflation, corruption and foreign exchange risk. Budget is already present in over 120 countries and these are risks we deal with. Our experiences of dealing with these risks are a strength and have been used to address these problems in the business plan. The question that has formed a baseline for this business plan has been if the risks are worth the rewards and the answer is yes. On the positive side Ghana has a young and growing population, stable democracy, relatively low corporate tax, low income tax, and a fledging car rental industry which is expected to grow. These makes Ghana an attractive destination for an international business expansion and Budget should make good use of this opportunity by establishing new operations in the country.
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