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[bookmark: _Toc236356324]1.1 Background 

More than transplanting a successful local model, the internationalization of sustainable footwear requires convergence of environmental distinctiveness, purchasing power, institutional conditions and internet availability . As the global business is becoming increasingly driven by innovation in circular materials and price-sensitive consumers, emerging markets present more attractive, but also more risky, prospects. Therefore, the Dynamic Capabilities Theory states that competitiveness is the result of the ability to perceive local demand, grab channel opportunities and reconfigure resources faster than incumbent competitors (Teece, 2018).
[bookmark: _Toc236356325]1.2 Allbirds Overview 

Sustainability-conscious footwear brand Allbirds is noted for using merino wool, eucalyptus fiber and sugarcane based products. But recent performance indicates fragility. Revenue in the third quarter of 2025 dropped by 23.3% to $33.0 million, gross margin declined to 43.2%, and net loss was $20.3 million (Allbirds, 2025). The Indonesian expansion should be seen as a sensible brand-recovery move rather than aggressive growth after the expected transfer of US$39 million of assets to a US Exchange Group subsidiary in 2026. 

[bookmark: _Toc236356326]1.3 Indonesia as Target Market

Indonesia is a vast country and it’s complex in scope. It is the largest economy in Southeast Asia, the 4th most populated country in the world and had around 283.5 million inhabitants in 2024 (World Bank, 2025). By 2025 the economy was growing at a constant pace of around 5% and almost 70% of the population was online, enhancing the potential for digital direct-to-consumer. However, US$5,060 per capita GDP across the country limits premium demand with a primary concentration on digitally-enabled metropolitan clusters in Jakarta, Surabaya and Bali. 
[bookmark: _Toc236356327]1.4 Aim and Objectives 

The paper provides a critical assessment of the market attractiveness, institutional distance and entry risk of Indonesia. CAGE, Transaction Cost Economics and Real Options Theory are used to compare several alternative modes. It suggests a measured, staged approach to balance sustainability, management control, financial viability, organisational learning and local responsiveness.

[bookmark: _Toc236356328]2. Organisational Classification and International Strategy 
[bookmark: _Toc236356329]2.1 Company Overview 

Allbirds Inc. is a certified B Corp Company founded in 2016 and headquartered in the United States. The Company competes in the premium sustainable footwear and lifestyle market with ecologically responsible product design. The company differentiates itself by using renewable resources like as merino wool, eucalyptus fibre and sugarcane based EVA and by tracking and disclosing carbon footprints at the product level. Allbirds has an excellent reputation for sustainability, yet the company has suffered financially in earnest. Q3 2025 revenue declined 23.3% YoY to US$33.0 million, gross margin decreased to 43.2% and net loss climbed to US$20.3 million underscoring the need for planned international growth with measured capital allocation, and not rapid regional expansion. 
[bookmark: _Toc236356330]Table 1. Allbirds Global Strategic Capability Assessment

	Strategic Resource
	Quantitative Evidence
	VRIO Assessment
	Strategic Implication
	Risk Assessment

	Brand Recognition
	Operations in 35+ international markets
	Valuable, Rare
	Supports premium market entry
	Moderate awareness in Indonesia

	Sustainable Materials
	>95% natural and recycled material portfolio
	Valuable, Difficult to Imitate
	Differentiates from conventional footwear
	Higher production costs

	Carbon Labelling
	Carbon footprint disclosed on nearly all products
	Rare
	Builds consumer trust and ESG legitimacy
	Requires continuous verification

	Gross Margin (Q3 2025)
	43.2%
	Valuable
	Supports premium pricing strategy
	Margin pressure from inflation

	Digital Commerce
	Global DTC and omnichannel capability
	Valuable
	Enables low-cost international expansion
	Strong local competition

	Distribution Partnerships
	Expansion across Asia-Pacific
	Organised
	Accelerates market penetration
	Reduced operational control

	Overall Capability Score
	84/100
	Strong Strategic Position
	Suitable for phased ASEAN expansion
	Medium execution risk


Source: Compiled by the author using Allbirds (2025a, 2025b), Grant (2022) and company investor reports.
Allbirds possesses strong intangible resources and sustainability capabilities, but financial restructuring indicates that future international expansion should prioritise capital efficiency rather than aggressive physical retail investment.

[bookmark: _Toc236356331]2.2 International Business Strategy 

[bookmark: _Toc236356332]Figure 1. Allbirds Global Expansion Timeline
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Source: Developed by the author based on Allbirds Inc. (2024, 2025a), Investor Relations reports, and company sustainability reports.

The timeline highlights Allbirds’ journey from a direct-to-consumer footwear startup to a worldwide known sustainable lifestyle brand. It highlights major milestones like worldwide expansion, B Corp certification, retail development, financial restructuring and the move towards an asset light distributor led internationalisation strategy. The diagram illustrates how the company’s present strategy to growth has been formed by organizational adaptability.

Allbirds is moving away from trying to set one standard for the world, to a more flexible global strategy. “It’s a combination of digital consumer engagement and working with certain distributors. This is a strategic evolution that can be understood through the DCT which posits that firms build competitive advantage through the continuous scanning for market opportunities, the pursuit of new avenues for growth and the reorganisation of organisational resources in response to the changing competitive landscape (Teece, 2018). At the same time, the CAGE Distance Framework (Ghemawat, 2001) shows Indonesia is manageable in terms of cultural and geographic distance but has bigger administrative and commercial distance compared to Allbirds’ core markets. It allows us more strategic flexibility than large expenditures in physical retail through a phased digital-first market launch with well-chosen local partners.

[bookmark: _Toc236356333]2.3 Sustainable Competitive Advantage 

From the Resource-Based View standpoint, Allbirds’ critical competitive advantage is not based on manufacturing volume, but on its intangible strategic assets. Resources that are difficult to mimic and that can provide long-term distinctiveness include innovation capabilities for sustainability, openness of carbon-labelling, strong environmental reputation and certified B Corporation status (Barney, 1991). But these advantages are not enough to guarantee international success. The ethical consumerism trend is gaining momentum and consumers in Indonesia’s growing middle class are becoming increasingly environmentally aware, although price is still a crucial consideration in decision-making. Looking ahead, sustainable competitive advantage will be based on marrying premium sustainability positioning with local affordability, digital customer engagement and supply-chain efficiency, thus translating environmental leadership into verifiable commercial success.




[bookmark: _Toc236356334]Figure 2. Sustainable Competitive Advantage Model for Allbirds
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Source: Developed by the author based on Barney (1991), Teece (2018), Grant (2022) and Allbirds Sustainability Report (2025).
The model shows how Allbirds builds long-term competitive advantage by integrating strategic resources, organizational strengths, sustainable innovation and stakeholder value generation. It emphasizes the relationship among VRIO resources, environmental difference, operational competencies and continual innovation in developing sustained international competitiveness.
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[bookmark: _Toc236356336]3.1 Introduction 

But size and economic growth are not the only attractions for global expansion in Indonesia. Successful entry into sustainable markets must evaluate the interaction between political stability, institutional integrity, macroeconomic resilience and consumer purchasing power. Institutional Theory states that enterprises are more successful when their organisational tactics match the regulatory and socio-economic environment (Peng, 2022). Administrative and economic differences influence the performance of foreign investments as the CAGE Distance Framework suggests (Ghemawat, 2001; Peng, 2022). This phase next objectively assesses the political and economic landscape in Indonesia to determine whether the country provides conducive conditions for Allbirds to establish a profitable and sustainable long term presence.

[bookmark: _Toc236356337]3.2 Political Environment
[bookmark: _Toc236356338]Table 2. Indonesia Political and Institutional Risk Dashboard

	Political Indicator
	Weight
	Indonesia Score (/10)
	Weighted Score
	Strategic Assessment

	Political Stability
	20%
	8.2
	1.64
	Stable investment climate

	FDI Liberalisation
	20%
	8.8
	1.76
	Highly favourable

	Regulatory Transparency
	15%
	6.8
	1.02
	Moderate complexity

	Ease of Business Reform
	15%
	7.5
	1.13
	Improving

	Infrastructure Policy
	15%
	8.4
	1.26
	Strong government investment

	Corruption Control
	15%
	5.9
	0.89
	Governance challenge

	Overall Political Attractiveness
	100%
	—
	7.70/10
	Moderately High


Source: Developed by the author using OECD (2025), World Bank (2025), IMF (2025) and Indonesian investment policy reports. 
Indonesia provides a supportive investment environment through regulatory reforms and infrastructure investment. However, governance inconsistency and regional administrative variation justify a phased expansion strategy with strong compliance mechanisms.

Indonesia has become one of the most attractive investment locations in Southeast Asia, thanks to its ongoing political stability, forward-looking investment policies and long-term infrastructural development. The Omnibus Law on Job Creation has made it easier to set up foreign investments, simplified licensing and given more flexibility to foreign ownership in a number of areas, consequently eliminating the administrative hurdles for international companies. These institutional reforms have significantly improved Indonesia’s investment competitiveness relative to a number of emerging countries (OECD, 2025).

From the perspective of Institutional Theory, stronger regulatory institutions reduce the uncertainty of transaction and increase investor trust. Indonesia’s conservative fiscal policy and sound macro-economic policies have helped underpin development despite global geopolitical concerns and supply chain disruptions. The IMF projects real GDP growth of around 5.0-5.1 percent in 2025-2026, supported by sound fiscal management, strong domestic demand and continued structural reforms. 

There are also strategic hazards in the Indonesian political scene. The quality of governance varies from province to province and there are varying licensing procedures, labour administration and environmental compliance. Multinational companies working in a variety of fields often face increased implementation costs due to decentralized governance. Even with reforms at the national level, court inefficiency and bureaucratic complexity can delay approvals for investment. Institutional differences increase transaction costs, which lends support to Williamson’s Transaction Cost Economics claim that firms entering institutionally diverse marketplaces should favor governance structures that may eliminate contractual ambiguity (Williamson, 1985).

For Allbirds, this means that a strategy of nationwide rollout would expose the company to undue operational risk. Rather, the concentration on first operations in economically developed locations such as Jakarta, Surabaya and Bali, which have comparably better regulatory capacity, transportation infrastructure and consumer purchasing power, will minimize institutional complexity and foster organizational learning. Hence, the political environment in Indonesia should be considered as reasonably appealing, not risk-free, with significant long-term potential if market entry is incremental, locally responsive and underpinned by sound regulatory compliance mechanisms.

[bookmark: _Toc236356339]3.3 Economic Environment 

Indonesia is the biggest economy in Southeast Asia, with a GDP of roughly US$1.45 trillion in 2025. At a GDP per capita of $5,060 and annual growth of 5.1%, Indonesia is growing faster than other upper middle class economies. Inflation at 1.9%. Unemployment down to 3.2%. Domestic demand flat. Macro economy is in good shape. The World Bank and IMF expect investment, consumer demand and the digital revolution to drive steady 5% growth over the medium term. 
But that richness doesn’t translate into a broad consumer desire for expensive green shoes. Indonesia is urbanising and its middle class is expanding creating a big opportunity for luxury global brands but purchasing power is not fairly dispersed across the country. The buyers outside of the major metropolitan areas are pretty price-sensitive. That could be a hard sell for Allbirds’ premium pricing point. Uncertainties about global business and volatile exchange rates could hit overseas shops. Profits go down and they’ll have to pay more for imports. 
So, a gradual digital first strategy to the market, targeting the affluent urbanites is a more financially realistic proposition than a massive retail footprint across the country. This allows Allbirds to target higher-value consumer categories and limit its financial exposure in the initial stages of overseas expansion.
[bookmark: _Toc236356340]Table 3. Indonesia Economic Opportunity Scorecard
	Economic Variable
	Latest Indicator
	Strategic Effect
	Opportunity Rating (/10)

	GDP Growth
	~5.0%
	Strong consumer demand
	9.0

	GDP Size
	~US$1.45 trillion
	Large national economy
	9.2

	Population
	~284 million
	Large customer base
	10.0

	Urbanisation
	~59%
	Supports premium retail clusters
	8.4

	Internet Users
	>220 million
	Strong digital commerce potential
	9.4

	Inflation
	~2%
	Stable purchasing environment
	8.3

	GDP per Capita
	~US$5,000
	Limits nationwide premium demand
	6.2

	Overall Economic Attractiveness
	—
	—
	8.7/10


Source: Compiled by the author using IMF (2025), World Bank (2025), Euromonitor (2025) and Indonesia market reports. 
Indonesia combines high economic growth with strong digital adoption, making it attractive for premium brands. However, uneven purchasing power supports a metropolitan-focused expansion rather than nationwide retail deployment.

[bookmark: _Toc236356341]3.4 Legal and Regulatory Environment 

This is reflected in the government’s steps to make the legislative and regulatory environment more FDI-friendly as it strives to establish Indonesia as a regional manufacturing and consumer powerhouse. The Omnibus Law on Job Creation and the Online Single Submission (OSS) Risk-Based Licensing System would minimize the red tape for firms to register and operate and enhance investment assurance for foreign corporations. World Bank (2025) “Such improvements have increased Indonesia’s competitiveness by lessening red tape and increasing the role of the private sector in the national economy.

Allbirds is well suited for the Indonesian legal climate due to the fact that sector-specific legislation and license constraints allow international companies to engage in most retail enterprises. In addition, being part of RCEP enhances regional trade integration via cross-border supply chains, lowering tariff barriers to multinational firms in the Asia-Pacific region (ASEAN Secretariat, 2024). The reforms will make Indonesia more appealing as a consumer market and a potential distribution hub for the region.

But the lack of legal certainty is a huge strategic disadvantage. Companies with premium brands are exposed to operational hazards in other countries, such as counterfeiting, theft of intellectual property and inconsistent enforcement of trademark regulations. Indonesia’s intellectual property laws are harmonized with the WIPO accords. However, enforcement is uneven from province to province and monitoring and compliance are expensive. (WIPO, 2025)   Local taxes are also levied by provincial governments. Environmental compliance and employment legislation limit outside investors’ management capability.

Institutional inconsistencies breed contractual ambiguity and coordination costs, which, according to Transaction Cost Economics, render the higher control entry modalities more desirable than licensing or franchising (Williamson, 1985). With a wholly owned subsidiary with strong compliance procedures and unified control, we will be in a better position to make lower-control market entrance options. In this regard, the legal climate in Indonesia is generally believed to be favorable. Allbirds will defend its standards on sustainability, intellectual property and product quality, rather than There are various approaches to restructure institutions. Good legal governance is the cornerstone for sustainable competitive advantage.

[bookmark: _Toc236356342]Table 4. Legal and Regulatory Compliance Matrix
	Regulatory Area
	Compliance Complexity
	Business Risk
	Allbirds Readiness

	Foreign Investment
	Low
	Low
	High

	Intellectual Property
	Medium
	High
	High

	Consumer Protection
	Medium
	Medium
	High

	Labour Regulation
	Medium
	Medium
	Moderate

	Environmental Regulation
	Low
	Opportunity
	Very High

	Digital Commerce Regulation
	Medium
	Medium
	High

	Tax Compliance
	Medium
	Medium
	Moderate

	Overall Legal Readiness
	—
	Medium
	High


Source: Developed by the author using WIPO (2025), OECD (2025), ASEAN Secretariat (2024) and Indonesian government regulations.
The regulatory environment increasingly supports international investment, although intellectual property protection and provincial regulatory differences require robust legal governance.
[bookmark: _Toc236356343]3.5 Cultural Environment 

Allbirds’ environmental focus is a problem and an opportunity within the Indonesian cultural context. Consumer behaviour is influenced by collectivist beliefs, social trust and community ties, and individual purchasing decisions in countries with over 280 million people, several ethnic groups and a fast-growing middle class (World Bank, 2025). According to the Hofstede cultural aspects, Indonesian culture has high Power Distance, high Collectivism and high Long Term Orientation. This implies that, in the short term, social approbation and long-term value are more important than personal preferences (Hofstede Insights, 2025). Moreover, the family is part of buying decisions.
These attributes represent sustainability, in a way Allbirds defines it. Gen Z and millennial professionals are becoming increasingly concerned of the environment and want to buy ethical items, especially young urban consumers. More than 70% of Southeast Asian consumers say they would change their purchasing behavior to shop from environmentally responsible companies (NielsenIQ, 2025). The enthusiasm for buying sustainable items does not always translate into a willingness to pay high price premiums. But customers are still much more price sensitive than industrialized countries and perceived worth of items is still extremely essential component in the choice to buy.
Allbirds cannot bank on a worldwide environmental brand story from a cultural adaption perspective. Marketing messages should emphasize longevity, long-term cost savings, product quality and responsible consumption, and be culturally relevant to the specific geography.  Community-based environmental projects, collaborations with Indonesian sustainability organizations, and digital storytelling via local influencers will increase brand legitimacy and customer trust.
From the Resource-Based View, Allbirds has a high reputation of being good for the environment, which is a huge intangible asset. Successful internationalisation, however, implies that this resource must be localised to the circumstances of local institutions and cultures and not duplicated from the North-American marketing method (Barney, 1991). So, Indonesia is a country that has a medium to high level of cultural compatibility. This will enable Allbirds to identify the sweet spot between global brand consistency and local marketing and consumer engagement drivers.
[bookmark: _Toc236356344]3.6 Integrated Market Attractiveness 

The long term attractiveness of the market should be assessed holistically considering Indonesia’s political stability, economic growth, legislative reforms and cultural trends. There is the positive institutional investment climate with a consistent GDP growth of roughly 5%, updating regulations, building digital infrastructure and a vast consumer market in Asia (IMF, 2025; World Bank, 2025). Such structural elements are a huge advantage for long-term commercial prospects of high-end multinational enterprises who are looking for global development.
But you can't quantify the market's attraction by macro forces alone. Institutional theory suggests that organizational performance is a result of the relationship between external opportunities and the firm’s skill to manage institutional complexity (Peng, 2022). Great demographic and economic fundamentals in the country but uneven purchasing power. IP enforcement and a variety of regional norms are important strategic issues. This greatly increases operational complexity and requires a tightly managed investment approach.
[bookmark: _Toc236356345]Figure 3. Indonesia Market Opportunity Dashboard
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Source: Developed by the author using IMF (2025), World Bank (2025), OECD (2025), Euromonitor (2025) and Statista (2025).
The dashboard provides an overview of key macroeconomic and market data for Indonesia such as GDP growth, population, internet penetration, footwear market value, urbanisation and digital commerce usage. It gives an evidence-based analysis of Indonesia’s commercial attractiveness and supports the conclusion that urban locations offer the strongest potential for premium sustainable footwear manufacturers.


Indonesia is more attractive with the weighted market score. Top rankings in political stability, economic growth, digital preparation and awareness of sustainability. The investment attractiveness is sometimes reduced by bureaucratic complexity, legal inconsistencies and price sensitivity of customers. So, Indonesia is a medium tough, high potential market in the world.
Allbirds’ secret to a sustainable competitive advantage is to go to Indonesia at the correct speed, not warp speed. The phased digital-first launch in Jakarta, Surabaya and Bali supports the company in increasing brand awareness, learning about local markets and reducing investment risk before a broader global rollout. Indonesia is a possible long term option. The key to global success is razor sharp execution not market size. 
[bookmark: _Toc236356346]Table 5. ASEAN Expansion Readiness Comparison

	Country
	Market Size
	Digital Readiness
	Premium Demand
	Ease of Entry
	Overall Score (/10)

	Indonesia
	10
	9
	7
	8
	8.5

	Vietnam
	8
	8
	7
	8
	7.8

	Thailand
	7
	8
	8
	7
	7.5

	Malaysia
	6
	9
	8
	8
	7.8

	Philippines
	8
	8
	6
	7
	7.3


Source: Developed by the author using ASEAN Secretariat (2024), IMF (2025), Euromonitor (2025) and regional market reports. 
Indonesia offers the strongest balance between market scale, digital growth and long-term consumer potential, making it the preferred ASEAN expansion platform.
[bookmark: _Toc236356347]3.7 CAGE Distance and Strategic Fit 
[bookmark: _Toc236356348]Figure 4. CAGE Distance Framework: USA–Indonesia Strategic Distance Analysis
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Source: Developed by the author based on Ghemawat (2001), Hofstede Insights (2025), World Bank (2025) and Peng (2022).

The figure shows the Cultural, Administrative, Geographic and Economic (CAGE) distances between the United States and Indonesia. The study finds that administrative and economic distance are more strategic difficulties than cultural differences, thereby encouraging a phased market-entry approach through local distributor partnerships rather than completely owned investment.

[bookmark: _Toc236356349]Table 6. USA–Indonesia CAGE Distance Assessment

	CAGE Dimension
	Distance Level
	Business Impact
	Strategic Response

	Cultural
	Moderate
	Consumer behaviour differences
	Localised branding

	Administrative
	Moderate–High
	Regulatory complexity
	Distributor partnership

	Geographic
	Moderate
	Logistics across islands
	Jakarta distribution hub

	Economic
	High
	Premium affordability challenge
	Urban market targeting

	Overall Strategic Distance
	Moderate
	Manageable
	Phased market entry


Source: Developed by the author using Ghemawat (2001), Peng (2022), Hofstede Insights (2025) and World Bank (2025).

Economic and administrative distance create greater strategic challenges than cultural differences, supporting a gradual market-entry model with local operational adaptation.
The CAGE Distance Framework (Ghemawat, 2001) offers a holistic perspective of strategic fit through the examination of cultural, administrative, physical and economic disparities between the United States and Indonesia. Unlike the standard macroenvironmental analysis, CAGE considers the impact of cross-country distance on international business performance and entrance strategy.
Indonesia is culturally different from the United States in that it is more collectivist, has a higher power distance and places a greater premium on community bonds. These variances require Allbirds to alter its marketing message, consumer involvement and branding, while maintaining its worldwide environmental character. Indonesia’s investment reforms and membership in RCEP have shortened the administrative distance, but disparities in regulatory enforcement, labour legislation and provincial governance still add to the complexity of compliance.
Geographically, Indonesia occupies a favorable location in ASEAN, which makes distribution throughout the area easier. But the archipelagic nature of more than 17,000 islands causes logistical issues that raise shipping costs and complicate inventory management. When operations are established in large logistical hubs like Jakarta, this results in improved supply-chain efficiency and customer response.
The biggest challenge remains the economic distance. Although the economy is more than $US1.4 trillion, the average disposable income is far lower than in the United States and therefore demand for higher-priced footwear is limited to the wealthier urban areas. This highlights the need to initially target metropolitan consumers who are more digitally connected and have more spending power.
In general, the CAGE assessment suggests a moderate, rather than excessive, degree of strategic distance and international risk. The main problems are administrative complexity and economic purchasing power, not cultural incompatability. Therefore, a phased approach to market entry, incorporating internet commerce, select flagship retail and progressive organisational learning, offers the best strategic fit, lowering the uncertainty of large-scale initial expenditure.





[bookmark: _Toc236356350]4. Entry Mode Strategy and Strategic Synthesis 
[bookmark: _Toc236356351]4.1 Previous International Expansion 

Allbirds’ internationalisation moved from a capital demanding direct retail approach to a more asset-light distributor model after a quick physical expansion hurt financial performance. It also operated 53 storefronts in 2022 and serves consumers across 36 countries. From 2023, the company began transitioning several international markets to specialist distributors (Allbirds, 2022; Allbirds, 2024). Primer Group acquired distribution rights for Indonesia, Malaysia, Singapore and the Philippines in March 2024. Therefore, Indonesia is not a new market but an underdeveloped market that needs to be penetrated further. This change is consistent with the reorganisation of organisations under Dynamic Capabilities Theory, since Allbirds decreased its fixed asset exposure but retained ownership of product and brand (Teece, 2018). But reliance on distributors could threaten customer-data ownership, sustainability assurance and strategic learning, with governance being the critical growth concern.















[bookmark: _Toc236356352]4.2 Entry Mode Comparison 

[bookmark: _Toc236356353]Table 7. Entry Mode Evaluation Matrix

	Entry Mode
	Control
	Investment
	Speed
	Risk
	Market Learning
	Total (/100)

	Exporting
	55
	95
	90
	60
	45
	69

	Distributor Partnership
	75
	88
	82
	80
	78
	81

	Franchising
	68
	70
	75
	65
	60
	68

	Joint Venture
	82
	62
	60
	72
	82
	72

	Wholly Owned Subsidiary
	100
	35
	40
	50
	100
	65


Source: Author's analysis based on Brouthers (2022), Williamson (1985), Teece (2018) and Allbirds' international strategy. 
Distributor partnerships achieve the highest overall score by balancing investment efficiency, market learning and strategic control while limiting financial exposure.
Four entrance modes have different risk-return results. Primer is a low capital, fast access way to export. Costs of logistics and no consumer insight could eat into margins. Franchising can speed up store expansion, but inconsistent service and environmental accusations generate reputational risk. A joint business brings local knowledge and shares investment, but suffers from negotiating and goal-conflict costs. A totally owned subsidiary offers maximum control but is financially inappropriate as Allbirds is reorganizing. When the costs of monitoring and brand-protection grow too high, Transaction Cost Economics prefers distribution and Internalisation Theory prefers ownership (Brouthers, 2022). Distribution scored 78, joint venture 72, franchising 63 and totally owned entry 59 on a weighted 100-point model (control 30%, investment efficiency 25%, speed 20%, market learning 15% and execution risk 10%).





[bookmark: _Toc236356354]4.3 Recommended Entry Strategy 
[bookmark: _Toc236356355]Table 8. Investment Allocation and KPI Dashboard
	Investment Area
	Allocation
	KPI
	Year 2 Target

	Digital Marketing
	40%
	Customer Acquisition Cost
	<US$45

	Inventory
	25%
	Inventory Turnover
	>3.0x

	Experiential Retail
	20%
	Store Conversion Rate
	>28%

	Compliance & Training
	15%
	ESG Audit Score
	>95%

	Overall Investment
	US$1.5–2.0 million
	Revenue
	>US$5 million


Source: Developed by the author using Allbirds financial reports, Grant (2022) and PwC (2025).
The investment plan prioritises scalable digital growth while maintaining operational flexibility and measurable financial performance.

The proposed approach is a phased distributor-led growth with contractual oversight, instead of an instant greenfield investment. Primer shall operate Indonesia e-commerce, department-store concessions and temporary experience stores in Jakarta and Bali during Years 1-2. Allbirds must maintain control of price corridors, product assortment and carbon claims and supplier requirements. The initial investment should be in the order of US$1.5 million to US$2.0 million, 40% for digital customer acquisition, 25% for localised inventory, 20% for experiential retail and 15% for compliance and distributor training. Such a reversible commitment is supported by Real Options Theory as investment occurs only after uncertainty is reduced (Trigeorgis and Reuer, 2017). Expansion should demand yearly sales more than US$5 million, gross margin greater than 45%, repeat purchasing greater than 25% and inventory turnover of 3.0 times.






[bookmark: _Toc236356356]Figure 5. International Entry Decision Framework
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Source: Developed by the author based on Brouthers (2022), Williamson (1985), Trigeorgis and Reuer (2017), Peng (2022) and Teece (2018).
The framework offers a systematic procedure for strategic decision making to identify the best international entrance mode. It includes an environmental study, assessment of organisational capabilities, a weighted evaluation of the entry-mode, investment appraisal and implementation planning, explaining why a phased distributor-led strategy is the most appropriate approach to the growth of Allbirds into Indonesia.


[bookmark: _Toc236356357]4.4 Strategic Recommendations 
[bookmark: _Toc236356358]Table 9. International Expansion Risk Heat Map
	Risk Factor
	Probability
	Impact
	Risk Level
	Mitigation Strategy

	Currency Volatility
	Medium
	High
	High
	Hedging

	Counterfeit Products
	Medium
	High
	High
	Trademark enforcement

	Weak Brand Awareness
	High
	Medium
	High
	Influencer marketing

	Regulatory Changes
	Medium
	Medium
	Medium
	Local legal advisors

	Supply Chain Delays
	Medium
	Medium
	Medium
	Regional inventory hubs

	Sustainability Reputation Risk
	Low
	Very High
	High
	ESG audits


Source: Author's assessment using OECD (2025), WEF (2025), WIPO (2025) and Allbirds sustainability reports.
The highest strategic risks relate to brand protection and market awareness rather than macroeconomic instability, reinforcing the importance of governance and marketing investment.
There are three things that must be done. First, Allbirds needs to build a quarterly scorecard for its distributors that tracks revenue growth, full-price sell-through, carbon data accuracy, return rates and client acquisition costs. If targets are not achieved at 80% for two consecutive quarters, remedial action should be taken. Secondly, product adaption should be selective: light-weight Tree-based footwear should be the star of the first range, with localized colors and tiered pricing to improve market fit without diluting global identity. Third, Indonesia should be an ASEAN learning platform rather than a national operation. Indonesia’s RCEP membership offers a regional platform to reduce trade barriers and improve market access, with rules of origin. “A Jakarta flagship store or equity joint venture should only follow when revenue exceeds US$8-10 million, EBITDA turns positive and digital demand has been proven for three quarters.” This rigorous sequence strikes a balance between financial recovery, scalability, organisational learning and strategic control.

[bookmark: _Toc236356359]Table 10. Five-Year Strategic Performance Scorecard

	Strategic Objective
	Year 1
	Year 2
	Year 3
	Year 5

	Revenue (US$ million)
	2.0
	5.0
	8.0
	15.0

	Gross Margin
	43%
	45%
	47%
	50%

	Brand Awareness
	15%
	28%
	40%
	55%

	Repeat Purchase Rate
	12%
	25%
	32%
	40%

	ESG Compliance
	95%
	96%
	98%
	100%

	Physical Stores
	0
	1
	2
	4


Source: Developed by the author using Allbirds strategic objectives, investor reports and Grant (2022).
The phased scorecard links investment milestones to measurable financial, operational and sustainability outcomes, ensuring that expansion decisions remain evidence-based and financially disciplined.












[bookmark: _Toc236356360]Section 2: Reflective Account 
Using Gibbs' Reflective Cycle (1988)
[bookmark: _Toc236356361]5.1 Introduction 

Reflection is an important part of strategic management since it helps people reflect critically on learning experiences, and to make better decisions in the future. Gibbs’ Reflective Cycle (1988) offers a structured framework for description, feelings, evaluation, analysis, conclusion and action plan which enables deeper learning than just experience. This reflection evaluates my learning and critically examines the intended worldwide extension of Allbirds to Indonesia. In this research I have relied on recent theories of global company including Dynamic Capabilities Theory, the CAGE Distance Framework, Institutional Theory and Transaction Cost Economics. This kind of thinking has really helped me develop my strategic thinking, evidence based analysis and ability to use quantitative business information in international management decision making.
[bookmark: _Toc236356362]5.2 Description 

The purpose of this analysis was to evaluate if Indonesia would be a prospective international growth market for Allbirds, and provide the most acceptable market entry plan. At first I assumed the main driver of internationalization was macroeconomic considerations like market size, population or GDP growth. However a rigorous analysis found that successful internationalisation required a balance between organisational capabilities and institutional, cultural and legal constraints. The report was created by balancing the examination of the political reforms, economic performance, legal environment and cultural characteristics of Indonesia with the financial performance and sustainability focused competitive advantages of Allbirds. I analysed cross-country differences using the CAGE Distance Framework, analysed organizational adaptability using Dynamic Capabilities Theory, analysed regulatory fit using the Institutional Theory and compared different entry modalities using Transaction Cost Economics. The post also meant quantitative evidence from international organisations, industry reports and university research could be synthesised, rather than relying just on descriptive material; this substantially increased the quality and credibility of strategic recommendations.
[bookmark: _Toc236356363]5.3 Feelings 

When I began the assignment I felt quite secure in my ability to interpret macroeconomic figures but much less confident in my ability to synthesis multiple international business theories into one strategic conclusion. Initially, Dynamic Capabilities Theory, Institutional Theory and CAGE Framework had similar conceptual similarities and it was difficult to identify their strategic contributions. It was difficult, moreover, to account for competing quantitative facts, as excellent macro-economic growth did not necessarily mean good circumstances for premium sustainable products. As the report progressed my confidence grew immensely as I saw that each framework was explaining a different aspect of internationalisation. I learned to integrate organizational resources, institutional quality and market conditions into one strategic assessment, rather than dissecting theories in isolation. That gave me a lot more confidence in my analysis and my ability to make evidence-based decisions.
[bookmark: _Toc236356364]5.4 Evaluation 

The main benefit of authoring this report was the ability to have a more critical grasp of worldwide company strategy. I’ve always looked at international expansion as a market decision-making process that’s driven by economic growth and customer demand. But the poll concluded that competitive performance is also about institutional quality, organizational flexibility, governance frameworks and strategic resource deployment. The inclusion of additional quantitative evidence from the IMF, World Bank, OECD and Allbirds’ financial reports would make my arguments more credible and less subjective.
Another key learning outcome was the awareness of sustainability as a strategic competitive resource not merely as an ethical responsibility. Prior to this review my idea of environmental sustainability was connected to corporate social responsibility. The use of the Resource-Based View has demonstrated that the sustainability capabilities of Allbirds are a valuable, rare and hard to imitate organisational resource that can provide a long-term competitive advantage. However I also understood that environmental distinctiveness itself does not ensure commercial success if it is not supported by local market adaption, affordability and operational efficiency.
The study is based on secondary data which is a limitation. International databases as valid evidence of macroeconomics. Primary consumer research in Indonesia would have provided more insight into purchasing habits, brand recognition and willingness to pay premium prices.

[bookmark: _Toc236356365]5.5 Analysis 

The major lesson from this initiative is that international growth is a dynamic organizational competency, not a one-off strategic decision. Dynamic Capabilities Theory (Teece, 2018) states that a sustainable competitive advantage depends on an organization’s ability to detect opportunities, take advantage of new markets and continually reconfigure resources under shifting competitive circumstances. This account explained the transition in Allbirds’ approach from capital intensive retail growth to distributor led internationalisation following financial reorganisation. I did not see this strategy change as an organisational weakness but as a sign of adaptive capacity to changing market conditions.
Institutional Theory also altered how I think about international business by demonstrating that economic attractiveness alone does not ensure success in entering a market (Peng, 2022). Indonesia has favorable demographics, resilient GDP growth and improving investment policies but regional governance discrepancies, regulatory inconsistencies and institutional complexity substantially impair operational performance. Therefore, other from exploiting market opportunities, the success of internationalisation is about acquiring organisational legitimacy inside the institutional framework of the host-country.
The CAGE Distance Framework made me reconsider my assumption that geographical proximity drives international competitiveness. Instead I learned that for market-entry decisions, administrative and economic distance frequently matter more than physical distance alone. The differences in rules, economic distribution and purchasing power in Indonesia necessitated a more profound strategic adaptation than the cultural commonalities initially suggested.

Finally, Transaction Cost Economics changed my view on the choice of entry mode. I used to think fully owned subsidiaries were always the best way to grow, because they provided management the most control. Although we believe Allbirds’ growth plans are ambitious and challenging, we also believe lower risk distributor agreements could deliver better long term value, particularly in the face of uncertainty, based on our evaluation of investment risk, contract uncertainty and Allbirds’ financial reorganization. This report has increased my ability to integrate many theoretical approaches with measurable evidence and offer balanced, evidence based recommendations for international company.


[bookmark: _Toc236356366]5.6 Conclusion 

This research has taught me a lot about international company strategy, that successful internationalisation is a balancing act between organisational resources, institutional conditions, cultural adjustment and financial discipline. The combination of contemporary international business ideas and quantitative facts improved my critical thinking and strategic decision-making skills. The learning process has changed, and foreign growth needs to be considered through different theoretical lenses than market size or metrics of economic progress. In future foreign commercial initiatives I will put more emphasis on the integration of secondary evidence with primary market research, comparative institutional analysis and financial feasibility assessments. These improvements will enable me to deliver more comprehensive, evidence-based and strategically sound recommendations to multinational organisations operating in increasingly complicated global markets. 
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