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ABSTRACT 

This research is aimed at studying the business strategies of young small businesses in 

Finland and Ireland. Needless to say those young small businesses are critical to many 

economies despite their size. Studying their operational strategies and finding ways to re 

orient them to attain and sustain their business goals despite being faced with economic 

challenges, is therefore of scholastic interest  

To carry out this study, a qualitative method was used. The primary data used was 

interview of the manager of four young small firms; two from Finland and two from 

Ireland. To achieve geographical spread and diversity of information 4 firms were 

selected: 2 each from Finland and Ireland. And to avoid management bias in information 

delivery; we interviewed selected employees to help cross check information gathered 

from the latter. Some randomly selected employees of these firms were also interviewed. 

Secondary data such as literature collected from books, journals and previous researches 

were also used. Findings on strategies that the businesses applied during their operation 

were qualitatively analyzed and recommendations made to help re-orient such businesses.  

The analysis of the collected data revealed that products and service offerings, strategic 

marketing and communication, operational costs effectiveness, business educational 

background as well as commitment of the entrepreneur coupled with the corporate social 

responsibility affects the goals and for that matter the success of young small businesses. 

In Recommendation, it is therefore that if young small businesses would not consider 

their size and scale of operation but objectively adhere to strategy formation principles, 

they would experience swift strategy implementation guidelines and be in a better 

position to monitor and control their progress to be able to effect appropriate changes on 

time in order to sustain their business goals in the long run notwithstanding the economic 

challenges they face. 
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 CHAPTER ONE – INTRODUCTION 

In this chapter, we gave a background of the study, highlighting the objective and focus. We 

discussed the motivation for the study and indicated the questions that it seeks to answer as well 

as the hypotheses to be tested. We also presented the limitations of this research and ended this 

chapter with an outline of the research presentation. 

 1.1 BACKGROUND 

In the highly competitive business environment and unstable economic situation, many 

young small businesses fold up due to the many challenges they face in their day-to-day 

business activities. This has raised many controls, monitoring and forecasting measures 

as well as the need for businesses to re-orient their business model and operational 

strategies into a more adaptive model instead of a reactive model. Many businesses 

struggle to sustain projected business goals, gain competitive advantage and survive 

today‘s market where competition is fierce and market situation is ambiguous. In the end 

the weak get frustrated and go out of business while others survive by looking beyond 

their traditional product and service offerings and constantly reviewing their operations to 

accommodate the challenges. This is explained by Foster (2002) that as the world must 

have been created by a planner, there was strategy for launching the planet earth of which 

people were required to respond to their environment as well as react to changing 

challenges they face. In his view, survival was the dominant motivation for most of the 

people most of the time, and this is applicable to the people in business today.  

By business goals, we refer to what a firm intends to become and to achieve at some 

point in time; these are often stated in competitive terms. In other words, it is an 

observable and measurable operational result with objective(s) to be achieved within a 

period of time. To sustaining a business goal is therefore the condition where a business 

consistently achieves what it set out to achieve so as to succeed and remain in business.  
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Typical business goals for young small businesses may includes survival, growth, 

customer satisfaction, creating outstanding value for customers and other stake holders, 

developing new product lines and service offerings, profitability, reduced operating cost 

and developing a great company amongst others. In other words, these are typical 

aspirations for the present and the future whose outcome could well be difficult to 

achieve due to recurring economic challenges. 

By economic challenges, we mean instability and dramatic downturn of the economy, 

stiff competition, undifferentiated products and services, finance, and unavailability of 

skilled managers amongst others. Many observers and theorists agree that these 

challenges are by all means factors that impede businesses from achieving and sustaining 

their goals. 

By strategy, we consider alternative choices of business operation for the coordination of 

business activities towards achieving the desired business goals. 

 1.2 OBJECTIVE AND FOCUS 

The objective of this work is to discover business strategies that young small businesses 

can embark on in order to achieve and sustain their business goals, and overcome some of 

the obstacles that economic challenges poses to achieving these goals. By this, we want 

to discover entrepreneurial approaches by which young small businesses can keep up 

with their business goals in order to come out as a successful entrepreneur. We aim to 

introduce strategic ways of reorienting businesses and position them in some way to be 

able to adapt to normal business demands and economic pressures and coordinate their 

activities towards achieving defined business goals for long term operations and survival. 

We hope to demonstrate this by focusing on four young small businesses; two from 

Ireland and two from Finland. 

We define young businesses to include businesses with up to five years of operation. We 

adopted the definition under the European commission recommendation 2003/361/EC of 
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micro businesses being those with up to ten employees and turnover of not more than two 

million Euros.  

Upon completion of this study, we hope to offer some creative ideas to help young small 

businesses strategically sustain their goals in the fierce economic environment they 

operate in. We anticipate that our entrepreneurial background and knowledge of running 

small business would be very useful in making the findings more practicable for all users 

and would hopefully be a resourceful guide to businesses in this category.  

 1.3 MOTIVATION  

Small businesses play a crucial role in economic development and survival, and are 

strong drivers of new innovation which is an impetus to job creation and economic 

rejuvenation. Several authors have often stressed the relevance of small businesses 

towards economic prosperity, economic growth and advancement. In his paper Beaver 

(2002) acknowledged that small firms and entrepreneurial ventures are important and 

have gained growing recognition due to their contribution to economic vitality, 

employment generation, innovation and business development. In fact, during the recent 

global economic downturn, we observed that small businesses forms the nucleus of 

several nations‘ economic survival and recovery policies. A noticeable consensus effort 

on the part of Governments around the world was to create conducive and stable business 

environment for small businesses to operate in order to overcome or cope with the many 

economic challenges. For instance, President Barrack Obama (Youtube, 2009) 

emphasized the importance of young small businesses in his plans for economic recovery 

during the 2009 presidential election campaign in the United State. He firmly believed 

that economic recovery will be driven in large part by America's small businesses. The 

governments of Finland and Ireland also showed concerns in many ways. For instance, in 

April 2009, Republic of Ireland‘s minister for finance, TD Brian Lennihan (2009), 

announced in the budget plans to restore the country‘s credit system to ensure small and 
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medium sized businesses can fund their enterprises thus protecting jobs and ultimately 

protecting the economy from further fall.  

The topic of this research is indeed an area worthy of study considering the huge 

importance of small businesses to nations‘ economic recovery, growth, competitiveness 

and performance. The ability of young small firms to creatively and strategically manage 

and survive challenges facing them is still an issue on discussion. According Praag 

(2003), a well known problem with new businesses is high dissolution rate which has 

attracted a lot of interest leading to series of research topic in this area. With the 

reasoning from Ghauri and Grönhaug (2005; p. 14) that, we should not accept or reject 

assumptions and speculations ‗unless we study these assumptions critically and unless we 

find logical and reliable explanations to accept or reject them‘; thus the drive to consider 

the challenges facing young small business operations in meeting its business goals. 

However, it is important to point out that these challenges are not peculiar to economic 

slowdowns or recession periods as they generally encounter business challenges 

especially during the early years of operation. 

 

 1.4 RESEARCH QUESTIONS AND HYPOTHESIS 

In general, businesses are often organized in departments or functional areas so as to 

operate more efficiently and effectively by benefiting from specialization and division of 

labor with the ultimate aim of seeking growth and financial success. However, there is a 

difference between the departments a business needs and the departments it can afford, at 

least during the early years of birth. In fact many young small businesses are often 

without any department and are solely run by owner-mangers who perform most of the 

functions expected of these departments. They are basically running on activities such as 

administration and management, accounting, communications and marketing, customer 

service among a few others.  In approaching this thesis, we formulated our hypothesis 

around these functional areas and activities to reflect some of the concepts in strategic 

http://www.wisegeek.com/how-do-i-start-a-new-business.htm
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management such as marketing and communication strategy, cost reduction strategy, 

product dynamism etc., with the aim of establishing an acceptable business strategic plan 

which is intended to assist young small businesses in strategically tuning the way existing 

activities/functions are carried out. This will help owner-managers to make up for what 

they lack in expertise that comes from having well established functional areas or 

departments; thus putting them in a good position to keep up with the business goals and 

improving its adaptability to the challenges in their business environment. 

In arriving at our research questions, we seek to understand the operations of the four 

firms we are focusing on, the challenges facing them in their day-to-day business 

activities and the view of the owner-manages on the current state of these businesses. 

1.4.1 Research Questions 

In our quest to understand the challenges facing young small businesses, we pose the 

following questions: 

 How does small young businesses in Finland and Ireland fair in their business 

operations? 

 Does strategic management of small business operations impact their business 

goals?  

1.4.2 Hypotheses 

The thesis will explore the following hypotheses: 

Hypothesis 1 - Dynamism of product and service offerings is vital to sustaining business 

goals 

Hypothesis 2 - Strategic marketing capability is vital to sustaining business goals by its 

positive impact on market creation, customer awareness, recognition, retention, and 

satisfaction 

Hypothesis 3 - Operating cost effectiveness is vital to business goals 
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Hypothesis 4 - There is a relationship between entrepreneur‘s business administration 

education and business failure 

Hypothesis 5 - There is a relationship between entrepreneur‘s level of commitment and 

business failure 

Hypothesis 6 - Ineffective communication and marketing strategy contributes to business 

failure 

Hypothesis 7 – Small businesses investment in CSR is relevant to sustaining business 

goals. 

 1.5 LIMITATION 

Though this study has made some contributions in the area of business strategies of small 

businesses, we acknowledge that the scope of this work was very limited to give a fair 

view of the activities of young small businesses in general. Additionally, as small 

businesses are mostly managed by their owners, this study has at certain points referred 

to the small business activities as the entrepreneur‘s actions or approaches hence the 

terms owner managers. We acknowledge the expression of Beaver and Jennings (2000) 

that the relationship between enterprise performance, management actions or inaction as 

well as the value and contribution of strategy is extremely tenuous and very difficult, if 

not impossible to demonstrate conclusively. Also, as the sizes of the small businesses we 

are considering could be likened to micro businesses, we have used the term micro at 

some points. Another limitation of this work is the choice of young small businesses we 

defined here as those below five years of operation. Five years is a relativity term and we 

accept any subjectivity and inconsistency to other definitions of small businesses in 

general. Lastly, our sample is based on four young small businesses; this may be 

considered inadequate to generalize our findings. However, in order for us to offset this, 

we extended this research to two countries and selected experienced owner/managers. 
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 1.6 OUTLINE OF RESEARCH PRESENTATION 

The layout for this research work is presented in seven chapters comprising of 

Introduction, Background to small business operations, theoretical foundations and 

Literature Review, Research Methodology, Findings: Presentation and analysis of data, 

and Discussion of results with conclusion and recommendations.  

Overleaf is the diagrammatic presentation of the research work. 

 

Figure 1.1: Outline of the Thesis 

Chapter one introduces the entire research work and outlines the motivation, objective 

Chapter 1: Introduction 

Chapter 2: Background of Small Business 

operations 

Chapter 3: Theoretical Foundations and Literature Review 

Chapter 4: Research Methodology 

Chapter 6: Discussion and Analysis, and Recommendation 

Chapter 5: Empirical Findings 

Chapter 7: Conclusions 
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and justification of the work. Chapter two provides information on young small 

businesses. Chapter three contains extensive theoretical foundation and literature review. 

Chapter five describes the methodology used for this research while the empirical 

findings are provided in chapter five.  Chapter six presents the discussion of results and 

analysis, and we rounded the chapter up with recommendations. In chapter seven we 

concluded by summarizing the findings, giving it's implications as well as contributions 

to research and theory building in small business strategy. 
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 CHAPTER TWO – BACKGROUND OF SMALL AND YOUNG BUSINESS 

OPERATIONS 

This chapter highlights the nature of small and young businesses considering their 

general level of operations and management. A preview of past studies regarding small 

business challenges, business goal sustaining and survival strategies are also presented 

here. Insight into prevailing government policies that regulate their mode of operation 

were also presented. 

 2.1 DEFINITION OF SMALL AND YOUNG BUSINESS  

A small business which in our case could be likened to a micro business has been given 

many definitions. Until today there is still not a universally acceptable definition of a 

small firm (Storey, 1994). Rather, a variety of definitions emerges from a comprehensive 

review of small business literature, which is justified by their users on the basis of their 

value to particular projects (Beaver and Jennings, 2000). Beginning with a report of a UK 

Committee of Inquiry on small firms - the Bolton Report - published in 1971, adopted 

several definitions such as: A small firm is one that has a relatively small market share in 

economic terms, it is managed by its owners or part-owners in a personalized way and 

not through the medium of a formalized management structure; and it is independent, in 

the sense that it does not form part of a larger enterprise and that the owner-managers 

should be free from outside control and interference in taking their principal decisions. In 

order to make it comparable with other sectors, European Union commission (EC) gives 

a definition according to the number of employers and turnover. Termed as micro 

enterprise by the EC it is defined as an enterprise which employs fewer than 10 persons 

and whose annual turnover and/or annual balance sheet total does not exceed EUR 2 

million (EC recommendation 2003/361/EC). The major advantage of the EC definition is 

that, unlike Bolton report, it does not use any other criteria other than employment and 

turnover and other sectors are also defined by these criteria. The EC definitions have 
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gained considerable recognition although it is all too embracing. We also realized that the 

distinction between micro and small businesses is quite thin that many researchers and 

writers also describe the micro business as small business; hence we adopted it for this 

thesis.  

Many definitions of how young a business is, are related to the age and experience of 

entrepreneur or the business owner. However, in this thesis, young businesses are 

characterized as being entirely new businesses that have started from the scratch, existed 

and operated for less than five years.  

 2.2 SMALL BUSINESS OPERATION AND MANAGEMENT  

Small businesses are mostly managed by the owners with much flexibility and less 

boundaries. That is to say owners manage based on their personal and business 

objectives, together with their unique management styles, marketing and operational 

practices. In his article, Beaver (2003) acknowledged from many writers that it is widely 

accepted that the peculiar characteristics of small firms require different appreciation of 

management understanding such that the management methods and techniques applied in 

the corporate sector are neither applicable nor relevant in the small businesses. The 

management process of many small businesses reflects some characteristics of highly 

personalized preferences, prejudices and attitudes of the entrepreneur. Management 

processes in small businesses are often characterized by informal relationship between 

the entrepreneur and the employees. Appointments and promotions are often made on the 

basis of closeness to the owner, birth, personal friendship or relationship, rather than on 

the basis of educational or technical qualifications and abilities. Organizational structures 

usually develop around the interests and abilities of the entrepreneur and are likely to be 

organic and loosely structured rather than mechanistic and highly formalized (Beaver and 

Jennings, 2000).  

From the foregoing, it can be said that many small business owners manage their 

businesses as may suit them with little or no attention to careful management, effective 
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planning and strategizing. This was confirmed in Greenbank (2001) research that micro 

business owner-managers are always guided by some objectives and planning although 

not systematically developed and carefully managed as in the larger firms. Such styles are 

easily prone to failure especially in new firms; this was also corroborated by Beaver and 

Jennings (2000), which according to them, successful business development demands 

shrewd and careful management, innovative approaches to strategic thinking and 

decision-making, substantial personal risk and a great deal of hard work. They confirmed 

that entrepreneur must fulfill a number of basic managerial functions, roles and duties for 

the business to succeed and achieve a measure of competitive advantage. We therefore 

infer that one of the key ingredient of small business success and longevity is the 

managerial competence of the entrepreneur thus lack of attention to the fundamental 

managerial activities and tasks will, at best, lead to sub-optimal performance and may 

even threaten the survival of the enterprise. 

 2.3 GOVERNMENT POLICIES FOR SMALL BUSINESSES 

Beaver (2003) highlighted that failure rates are more than ten times as high for new 

businesses as for larger established firms. Supporting this, Storey et al. (1987) and Storey 

(1994) emphasized that failure is a central and consistent phenomenon of the small 

business sector and is one of the key factors that dominates the Government policy 

agenda. Politicians in many countries have emphasized the importance of small 

businesses as a mechanism for job creation, innovation and the long-term development of 

economies (Storey 1994). 

2.3.1 THE CONDITIONS IN FINLAND 

Finland has various policies for business and entrepreneurship. The strategy is to make 

Finland top in world ranking of international competitiveness and welfare by achieving 

the best innovation environment in the world. In striving to achieve this target, Mauri 

Pekkarinen, Minister of Trade and Industry and Tarja Cronberg Minister of Labour 

declared the improvement of the regulatory environment of businesses as one of their 



 12 

new strategy to enhance competitiveness. They initiated the SÄVY project which has as 

one of its goals to promote business impact assessment which is meant to assess 

economic impact on costs and earnings of companies, on competition between companies 

and the functioning of the market, on small and medium-sized companies, 

entrepreneurship and the growth opportunities of companies, on the investments and 

innovation activities of companies, on the international competitiveness of companies 

amongst others.   

Government in spring 2006 decided in favor of the implementation of enterprise Finland, 

which offers public business services to promote entrepreneurship and enterprise 

development. These are provided by agencies such as Tekes, the Finnish Employment 

and Economic Development Centres (EECs), Finnvera Oyj and Finpro with the aim to 

develop a business customer service model in which public organizations can identify 

customer company needs and produce services in a customer-oriented way that 

anticipates future development needs.  

The Government also recognized that availability of a skilled workforce is an essential 

component of successful growth of entrepreneurship and instituted the training and 

expertise policy of Finland to attract foreign professionals. The university is seen as one 

of the cradle for innovation and entrepreneurship; hence in 2006 the Ministry of 

Education and the Ministry of Trade and Industry started a cooperation group for 

university-based entrepreneurship to provide motivation and support for entrepreneurship 

at different stages of entrepreneurship. The government is also promoting the role of 

business incubators in encouraging and speeding up the founding of new companies. This 

is seen as a crucial and important tool in national innovation policy.  

2.3.2 THE CONDITIONS IN IRELAND 

According to a report on small businesses in Ireland which was based on 2004 data and 

published in May 2007 by the Central Statistics Office of Ireland, 82% of all industrial 

enterprises in Ireland were small firms employing between 3 and 49 people. In the 

services sector the vast majority (98%) of businesses are small enterprises (less than 50 
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persons engaged). The Quarterly National Household Survey (QNHS) estimated that in 

the fourth quarter of 2004 more than 227,000 people were working in the construction 

industry as a whole. Of those, almost 146,000 indicated that they were working in small 

workplaces with less than 20 people employed. Sectoral Comparison done in 2007 that 

was based on 2004 data showed that the services sector has the highest concentration of 

small enterprises, the vast majority of which employ less than 20 people. More than half 

the people working in the services sector are employed in small firms. In contrast, over 

three-quarters of those working in industry are employed by medium or large enterprises. 

In the services sector, small businesses account for slightly over half of employment; 

turnover and gross value added hence small businesses constitute an integral part of 

Ireland‘s economic sustenance and survival.  

Assistance to individual small firms is undertaken by government agencies such as 

Enterprise Ireland (EI) and City and County Enterprise Boards (CEBs). EI is responsible 

for the development of Irish industry. It provides advisory and financial support to High 

Potential Start-Up (HPSU) businesses and encourages all forms of entrepreneurship. The 

role of CEBs is to develop indigenous enterprise potential, to stimulate economic activity 

at local level and to promote micro-enterprises (10 or fewer employees). It is evident that 

the Irish Government is making efforts to ensure that the business environment is 

conducive for entrepreneurs to operate in.  
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 CHAPTER THREE THEORETICAL FOUNDATIONS AND LITERATURE 

REVIEW 

We acknowledge that a good theoretical foundation is essential for a study to be put in the right 

perspective. In this chapter, we gave an extensive review of the literature that helps 

understand the concepts as well as the respondents’ answers in the empirical section of 

the study. In order to objectively assess the hypothesis, a deeper description of the 

strategies and strategic management, re-orientation, performance and sustaining 

business goals as well as corporate social responsibility of small businesses were 

elaborated. 

   

 3.1 SMALL BUSINESS STRATEGY  

Despite increasing interest in strategic thinking, there is no consensus on a definition of 

strategy. In this view, O‘regan and Ghobadian (2007) highlighted a number of definitions 

propounded by leading strategic thinkers like Chandler (1962) who defines it as 

determination of the basic long-term goals and objectives of an enterprise, and the 

adoption of a course of action and the allocation of resources necessary to carry out these 

goals. Hofer and Schendel (1978) define it as the fundamental pattern of present and 

planned resource deployment and environmental interactions that indicate how the 

organization will achieve its objectives. They also mentioned that Robinson and Pearce 

(1983) defined it as large scale, future-oriented plans for interacting with the competitive 

environment to optimize the achievement of the organization‘s objectives. Then, Wright 

et al., (1992) also define it as top management‘s plans to attain outcomes consistent with 

the organization‘s missions and goals. Porter (1996) defined strategy as the creation of a 

unique and valuable position, involving a different set of activities. From other 

perspectives, Quinn (1980) provided a useful definition of strategy as the pattern or plan 

that integrates an organization‘s major goals, policies and action sequences into a 
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cohesive whole. Whereas Mintzberg‘s describes it with 5Ps - planning, ploy, position, 

perspective and pattern (Mintzberg, 1987). Additionally, Mintzberg and McHugh 

(1985:160) considered it as systematic formulation and articulation of deliberate, 

premeditated strategies, which are then implemented. From the above, we could see that 

Strategy formation is therefore a multi-faceted activity and that organizational strategy is 

seen to be at the centre of management thinking as it drives performance. By that Beaver 

(2002) asserts that an effective strategy is expected to result in good performance. He 

drew a distinction between content of a firm‘s strategy which relates to what the business 

actually does and strategy process which relates to the way the business decides what it is 

going to do to maintain the success of the strategy. The content has three decision areas: 

the products and services to be offered, the markets to be targeted and the approach taken 

to secure and retain competitive advantage.  

Because strategy affects the whole set-up, it is recommended that firms would see it as 

holistic. According to Lynch (2005), as corporate strategy is analysed and developed, 

there are two main pressures that may drive organizational change: internal and external. 

The former relates to the desire to increase profitability, growth or some other objective, 

such as performance, quality or innovation, and the latter concerns the nature of 

competition and other business environmental demands. Given the uncertainty that 

usually comes with such a scenario, organizations should demonstrate their ability to 

cope with the feasible rather than the desirable. This is because to implement change 

successfully, it is important to specify its relevance and meaningfulness and not promote 

change for changes sake.  

 3.2 PERFORMANCE AND SUSTAINING BUSINESS GOAL 

Stainer 2006 states that ―p254, performance can be viewed simply as the organization‘s 

ability to achieve their objectives, not only in a resourceful manner but also consistently 

and sometimes, by losing sight of the purpose of analyzing it. She argued that if 

measurement is carried out too often, it consumes more resources and becomes counter-
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productive, hence each organization ought to focus on the critical areas of its processes in 

a tailor made fashion. She continues by saying that circumstances have driven businesses 

to review and rethink their managerial practices and corporate structure in order to realize 

significant increases in business efficiency. Timely and effective strategic management is 

essential if the business is to survive and prosper (Jennings and Beaver, 1997; Wheelen 

and Hunger, 1995; Georgellis et al., 2000; Joyce and Woods, 2001). Other researchers 

have repeatedly indicated that strategic thinking and planning is strongly related to small 

business financial performance. Beaver and Ross (2000) showed quite conclusively that 

strategic thinking is an essential ingredient in enterprise survival, performance and 

growth, and lack of strategic management skills and abilities could ultimately result in 

business failure. 

The attribution of success and/or failure in small firms is complex and problematic. 

Beaver (2003) call for a need to think imaginatively about the construction and 

application of success and failure by defining and measuring according to stakeholder‘s 

orientation towards the enterprise which is expected to change over time. Beaver (2002) 

acknowledged that small businesses are definitely risky, with tens of thousands of small 

businesses failing or ceasing trading every year. He made reference to the report of the 

USA Small Business Administration (1998) where some 25% fail within two years and 

63% fail within six years and compared to similar rates of failure occurring in the UK, 

Holland, Ireland, Japan and Hong Kong. There are many reasons for business failure but 

in the case of small businesses, especially those under three years, issues of finance, 

demand forecasting, managing, marketing, capitalization at start-up, strategy and 

planning are just some of the issues that suggest themselves (Brough, 1970; Stanford, 

1982; Hall, 1992; Beaver and Jennings, 1995). They observed that many businesses 

spring up from unemployment and when this happens, key players may not have the 

necessary talent and abilities to succeed and would hence resort to personalized approach. 

Beaver and Jennings (1996) noted that such entrepreneurs/business owners can destroy 

their business by the abuse or mismanagement of positional power. Inadequate 

accounting procedures and inability to manage growth and respond to growing 
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challenges, as cited by Beaver (2002) from the work of Carland et al., (1984); Jennings 

and Beaver, (1997), are some of the factors that can cause business failure thus hindering 

them from sustaining their goals. According to Beaver (2003), for any firm to remain in 

business over a given period it must be able to adapt to changing circumstances within 

the economy. This was corroborated by Porter (1985) who asserted that successful 

change management contributes to defending competitive advantage, which is linked to 

superior financial performance over time. These assertions give credence to the need for 

reorientation of business models into a more adaptive model with the aim of achieving 

what it set out (goals) to achieve and remain in business over time.  

  

 3.3 STRATEGIC MANAGEMENT AND REORIENTATION  

Strategic management is primarily a predictive process, concerned with the articulation, 

clarification and communication of long-term objectives, the formation of intended 

policies to attain them and the feedback of information to indicate successful or 

unsuccessful achievement of predetermined goals (Faulkner and Johnson, 1992; Johnson 

and Scholes, 1999). According to Beaver (2002) strategic management is a central 

concept in modern management practice and it deals with the relationship between 

businesses and their market environment and operating context. It creates the awareness 

of where the business is going, together with the opportunities and routes available to get 

there. Based on Beaver and Ross (2000), we can infer that strategic management in small 

firms is primarily an adaptive process, concerned with adjusting and manipulating a 

limited amount of resources, in order to gain the maximum immediate short-term 

advantage. In small firms, management efforts are concentrated not on predicting and 

controlling the operating environment but on adapting as quickly as possible to the 

changing demands of that environment and devising suitable tactics for mitigating the 

consequences of any threatening changes that occur. Successful small firms practice 

strategic management either consciously and visibly or unconsciously and invisibly 



 18 

(Beaver and Jennings, 1996; Jennings and Beaver, 1997). Porter (1985) also asserted that 

successfully responding to environmental change is a key concept in strategic 

management for several reasons. Also it is worth noting that Porter (1987) observed that 

there are no substitutes for strategic thinking:  Improving quality, price or service is 

meaningless without knowing what kind of adjustment is relevant in competitive terms. 

Therefore entrepreneurship unguided by strategic perspective is more likely to fail than to 

succeed. 

The efforts to reorient the business could be likened to business regeneration. According 

to Ellis (2001) regenerating a business strategy by conceiving strategic change helps 

achieve higher and more sustainable financial performance. In his view, regenerating 

strategy builds the long-run strength of a business by embracing issues of direction, 

competitiveness and organizational vitality. Figure 3.1 depicts a commonly employed 

analytical process within conceiving strategic change that is usually termed SWOT for 

Strengths, Weaknesses, Opportunities and Threats. SWOT analyses the future 

environment (culminating in opportunities and threats) and explores the potential position 

of the business in the anticipated future (strengths and weaknesses). The strategic future 

of the business can best result from strong patterns linking the internal features of the 

business to the most compelling aspects of the emerging environment of customers, 

competitors and regulators. Creatively melding key features of the external future with 

the potential internal prospects for the business generates a number of possible actions. 

Some observations might be small although critical insights.  
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Figure 3.1: Methods of conceiving strategic change (Ellis 2001) 
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strategic deployment of the plan. Though, strategic change has mostly been described in 

positive terms it however comes with it negative sides. In their article, Dufour and Steane 

(2006) referred to the claim of Badham (2003: 81) that a large percentage of deliberate 

initiatives to radically restructure or reshape the operational structure or culture of 

organizations fail to achieve their objectives. Such that no matter the form the changes 

may take place the outcome is often well below hopes and expectations. They buttressed 

this with Kotter‘s (1995) notion that in reality, successful strategic change efforts are 

often as messy and full of surprises as the unsuccessful ones. They argued that this is due 

to fact that strategic change is fragmented by several fields of knowledge that cut across 

different disciplines for which Brown (2002) supports by saying that literature on 

strategic change does not support a single analytic model but rather a broader view.  

Thinking of the essence of strategy to small businesses, Beaver (2002) pointed out that 

businesses that engage in contemporary strategic management practices tend to 

outperform those that do not. It is crucial to emphasize that the process of strategic 

thinking and management rather than the plan itself, appears to be the key driver of 

business performance. Some of the concepts of strategic management that were 

hypothesized in this thesis are discussed further in this chapter. 

3.3.1 MARKETING AND COMMUNICATION STRATEGY 

Citing the works of Foley and Green, 1989; Wickham, 2001, asserted that when 

management becomes a routine with tactical operation designed to protect the existing 

business, there probably exist little or no thought about strategies until things start to go 

wrong. It is possible for market changes to occur without the owner 

manager/entrepreneur realizing it. He contended that it is extremely important to 

determine the ways in which businesses use and deploy contemporary marketing 

practices, and pay attention to their strategy in attaining competitive advantage. Finally, 

Wickham, 2001 established that traditional marketing strategies such as marketing mix 

strategy are essential to establishing desired market position, and are mainly for 

achieving short-run growth and profit performance. Best (2009), describes strategic 
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marketing as plans to set strategic directions for a business which plays critical role in 

achieving long-run sales growth, profit performance and share position. Stone and Artz 

(1999) highlighted the common mistakes of new businesses as not determining the 

potential sales of their product and services and they drew attention to the ways to 

estimate potential sales for goods and services. 

Communication is also an important aspect of strategic management and according to 

Lettice and Brayshaw (2007), the importance of strategy communication is such that poor 

or miscommunication of an organization‘s strategy is often cited as a key reason for 

strategy implementation failure. Higgins (1996) also argues that even if the corporate 

strategy is very well prepared and has good prospects, it does not provide competitive 

advantage until it is well communicated and understood, valued and acted upon by the 

various stakeholders. Thus effective communication is critical to strategy implementation 

and sustaining performance among organizations 

3.3.2 OPERATING COST MANAGEMENT 

Best 2004 states that ―p185, a firm can achieve three different types of cost advantage.‖ 

Lower variable costs per unit sold, lower level of marketing expenses or lower level of 

operating and overhead expense and each of these being achieved in different ways. He 

went on to say that businesses with lower unit costs achieve the same or even better unit 

prices at lower prices than competing business. Thus a unit cost advantage relative to 

competitors contributes to higher level of profitability. Best (2004), however, emphasized 

that to achieve a lower variable cost advantage requires an engagement in business with 

substantial market share (volume). Regarding marketing cost advantage, Best (2004) 

highlighted that marketing cost efficiency can be derived from product line extension. 

Concentrating on operating cost, Best (2004) emphasized that lower operating expenses 

relative to competitors contributes to a lower cost advantage. 
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3.3.3 PRODUCT DYNAMISM 

We viewed product dynamism to be the act of changing or adjusting the product and 

services offerings of a business to satisfy the needs of customers according to the market 

trend. Best (2009) considered this as one of the ways by which a business maintains it 

competitive edge by attracting new customers and maintaining old ones. From another 

perspective, it is referred to as product diversification and innovation. Such practice helps 

prevent a business from being vulnerable by depending on single product. In Best‘s 

(2009) view, product diversification reduces dependence on single product market and it 

also smoothen the overall performance with offsetting conditions created by 

competitiveness and product life cycle in different product markets. He also emphasized 

advantage of product line extension on marketing cost efficiency. 

 3.4 CORPORATE SOCIAL RESPONSIBILITY 

The concept of CSR although ethical and moral other than economic or financial, its 

implications as a strategic tool in gaining corporate performance advantage have been 

established among researchers and theorists. According to Stainer (2006), CSR 

establishes sound ethical value of firms and develop social relations that keep together 

stakeholders based on trust, cooperation and collective action within and outside 

workplace. She also referred to the World Business Council for Sustainable Development 

(2003) view that CSR relates to business‘s commitment to contribute to sustainable 

economic development working with employees, their families, the local community and 

society at large to improve their quality of life. Furthermore, Stainer (2006), indicated the 

inter-twining of strategy, performance and CSR as a continuum in terms of the ability to 

meet employee and customer satisfaction. The achievement of employee or customer 

satisfaction will go a long way to enhance reputation and generate increased demand and 

market share, thus improving performance. Jones (2003) argues that it is unethical for 

CSR to be exercised with the aim of obtaining calculative advantage or strategic 

competitive edge. His opinion that if being socially responsible means ‗giving back‘ to 

society, then as soon as an organization starts to calculate the returns from being socially 
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responsible, or as soon as it starts to strategize being ethical, it is actually not committing 

the act of giving. This confirms that the ‗right‘ stance, as far as CSR is concerned, is to 

inculcate social responsibility into the organizational policies and processes and not use 

them solely as a management tool for strategic advantage. Stainer (2006) again 

considered Stern‘s (2004) vigorous affirmation that businesses should stick to what they 

do best and do business rather than adopt CSR simply for reasons of public relations. In 

the same vein, Moore (2003) asserted that if CSR is to be properly applied in business 

then it must not be at the service of greater profitability. Stainer (1999) declared that it is 

the link between performance, CSR, and strategy that is the ultimate key to provide a 

construct for sustaining business goals, which entails the improvement and maintenance 

of ethical business practices and robust systems for competitiveness. It is our opinion that 

businesses that analyze and measure performance would observe indicators of survival, 

growth and performance excellence from CSR practices.  

 3.5 ANALYTICAL FRAMEWORK 

Several researchers (O‘Regan and Ghobadian 2005, Stainer 2006) have affirmed that 

small firms that engage in strategic planning cope better with business challenges and 

outperform those that do not. While we have not intended to isolate any concept of 

strategic planning/management, in this dissertation, we emphasized strategic 

planning/management through strategic marketing, communication and marketing 

strategy, cost management, dynamism of product offerings as well as owner-managers 

role in the business. 

As we mentioned in section 3.3.3 that Best (2009) views dynamism of product and 

services as reducing dependence on single product market. Embracing this concept will 

help business keep up with market changes and positioning it in a good position to 

uphold its goals. This can then be consolidated with the gains of having a well developed 

marketing and communication strategy. We support the view that effective 

communication of strategies contributes to successful implementation as emphasized by 

Lettice and Brayshaw (2007) as well as Higgins (1996). 
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As we fathom operations to involve guiding the way a product is designed, manufactured 

or produced, transported or delivered and sold, the cost involved calls for effective 

management. Slack et. al (2007) defined operations management broadly as all activities 

necessary for the fulfillment of customer requests. By the nature of small businesses, it is 

evident that an owner-manager although could respond quickly to make wise cost 

analysis, may have limited resources to specialize tasks thus overlapping roles. The size 

of business operations also poses lesser opportunities to outsourcing cost effective 

services as well as enjoying economies of scale. The situation of individual‘s overlapping 

roles is challenging to effective cost decisions, performance as well as business goals. It 

is therefore imperative to discover and recommend cost management strategies in order 

to assist owner-managers. 

Performance in small businesses could be affected by entrepreneur‘s educational 

background as well as their level of commitments. There is some link in factors that 

Stainer (2006) cited as influencing performance being related to both organizational and 

human aspects. Her acknowledgement that circumstances has driven businesses to review 

and rethink their managerial practices and corporate structure in line with efficiency 

confirms a link between entrepreneur‘s educational background and commitment to the 

business. In our view, these factors also influence the business structure as well as the 

directing and managerial aspects of the business. Westhead and Storey (1990) however 

established weakness in the link between entrepreneur‘s management training and small 

business performance 

In order to establish acceptable basis for arriving at our results, we focused on the 

findings of our empirical study and connected these findings with available literatures.  In 

addressing our research questions and the validity or invalidity of our hypotheses as the 

case may be, we focused on discovering meaningful patterns in the responses of our 

interviewees.  In other words, the same qualitative patterns were observed in the multiple 

responses of our interviewees for our hypotheses to hold.  
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 CHAPTER FOUR - RESEARCH METHODOLOGY 

Chapter four describes the methodology used for this research. We discussed research approach 

and choice of method.  We discussed our choice of participants and the techniques for gathering 

data.  We also discussed the trustworthiness of the research in relation to validity and reliability 

 4.1 DISCUSSION OF RESEARCH METHOD 

We chose a qualitative research method to explore the subject because it is most suitable 

for exploratory research aiming to further understanding. In business studies, the case 

study approach according to Ghauri and Grönhaug (2005) is particularly useful when the 

phenomenon under investigation is difficult to study outside natural settings and also 

when the concepts and variables under study are difficult to quantify. The problems under 

scrutiny would be difficult to understand if removed from their social context so we 

decided to follow the qualitative case study approach. Our primary data was collected 

through personal interview and observation which are then used to formulate adaptability 

and survival strategies. These strategic considerations and solutions are then discussed 

with the researched entrepreneurs with a view to knowing the practicability and 

importance of the work; this would however not be limited to them. We hope that our 

findings and suggestions would be useful and applicable to other small businesses in 

other parts of the world. 

 4.2 SELECTION OF PARTICIPANTS  

4.2.1 RESPONDENTS AND SAMPLING PROCEDURES 

Respondents were the owner manager of chosen micro businesses – two in Finland and 

two in Ireland. Ghauri and Grönhaug (2005) mentioned Craig and Douglas (2000) saying 

that qualitative research allows researchers to explore and probe deeply into attitudes 

towards product classes, brands, trends and behaviour. As such Patton (1990) 

acknowledged that qualitative research provides better understanding of a given context 
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and underlying motivations, values and attitudes. Therefore data collected from small 

number of carefully selected samples on relevant issues can be sufficient in this case. 

Although number of observations is low, several aspects of the problem area can be 

analyzed making in-depth insight into the phenomenon possible.  

In Finland we interviewed All Careers Steps ACS and African Touch AT, sole 

proprietorship and micro businesses (see appendix B). ACS has been operating as a 

recruitment and consultancy firm for five years and currently has four employees. 

African Touch is also a sole proprietorship firm that has been operating as a shop that 

sells clothes, accessories and artifacts from Africa for four years with two employees.  

In Ireland we interviewed Zenith Systems IT Consultancy ZITC (www.zenithsystems-

it.com) and IT Support and Services ITSS (www.itsupportandservices.ie). Zenith Systems is 

a small IT consultancy firm that has been operating for past three years and currently 

have two employees. IT Support and Services is a young small firm that provides 

services and supports for computer users and businesses. The firm is just one year old and 

currently has three employees (see appendix B).  

The choice of respondents is influenced by the need to understand and gain insights of 

the overall picture of the business. To achieve this, we considered the owner/manager, 

who is really involved in the day-to-day decision making and running of the business, 

which implies selecting most relevant respondents. We also interviewed selected 

employees to help cross check information gathered from the owner/managers. 

 4.3 DATA COLLECTION  

Our primary source of data is through personal interviews using structured questions with 

the entrepreneurs – owner managers - of four young enterprises (two in Finland and two 

in Ireland) to find out their operational strategies and challenges. We then try to 

understand and relate them to our knowledge in order to produce a reasonable 

explanation. 

http://www.zenithsystems-it.com/
http://www.zenithsystems-it.com/
http://www.itsupportandservices.ie/
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4.3.1 INTERVIEWS 

We first sent interview questions through e-mail to the respondents to answer and later 

arranged personal interviews to confirm their response. We conducted the interview via 

the telephone when face-to-face interview was not possible and each interview lasted 

between 15 to 25 minutes over the phone and about an hour for a face-to-face. 

 4.4 VALIDITY AND RELIABILITY 

For this work to be reliable, we adopted multiple indication technique in our interview 

questions because it is assumed that one indicator alone is inadequate. By reliability we 

mean data that is error free (or nearly error free) and represent a true picture of the 

original material. According to Ghauri and Grönhaug (2005, p 82), this technique is 

robust as it reduces random error in measurement by covering the domain of the construct 

it purports to measure. The multiple indication approach exhibited in our interview items 

also show a reflective reasoning measurement, where the various items reflect the 

underlying concept of strategic management (Ghauri and Grönhaug 2005). Also, we 

adopted triangulation to check the performance of the firms as per interview response 

from the owner managers. To achieve reliability and avoid bias, we interviewed selected 

workers to cross check and/or confirm data from the managers. We further validate this 

work by providing evidence of reporting the questions, responses and inferences made as 

well as what supports these inferences. Meanwhile our own observations have helped 

achieve this motive. 
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 CHAPTER FIVE – EMPIRICAL FINDINGS 

We present the result from the recorded interviews in this section. We started by presenting the 

demographical data of our participants and then following it up with a summary of the responses 

of the four participating young small businesses. The empirical findings are presented in 

appendix (B) for all four businesses for the reader to get the complete picture of the findings. 

 5.1 THE FIELD RESEARCH 

The empirical data is gathered from owner–managers of small firms in Ireland and 

Finland. We specifically selected these small firms with five or less years of operation 

because many of such small businesses fall short of effective application of strategic 

management in their business operations. In addition, the early stage of operation of 

many firms is critical as they are faced with strategic challenges and often acknowledge 

the need for reorientation and sustained business goals towards successful operation or to 

quit the business. Qualitative methods were used, as they appeared to be the most suitable 

for new and exploratory areas of research aiming to further understanding. In the first 

stage of the study, the interview questions were sent via e-mail to owner managers of the 

four firms in Finland and Ireland - managers were of different age, sex, background from 

firms of different areas of operation (see table 5.1) – then arrangements were made for 

personal interview to ascertain in-depth understanding and response. The interviews 

lasted an average of 15 to 25 minutes over the phone and about an hour for face-to-face. 

Additionally, we interviewed at least one worker from each firm to confirm responses 

from owner-manager as well as making our own observations. We chose those firms 

because of their willingness to reveal business experiences and strategies for the purpose 

of this research. The questions posed were designed to help the interviewees to approach 

the topic from a new angle and for some to perceive their work in a different way. The 

understandings created between the subject and the researcher, were later examined when 
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each interviewee checked the report of the interview. Initially the respondents wrote out 

their responses which were later confirmed and expanded through personal interviews 

 5.2 RESEARCH FINDINGS 

5.2.1 DEMOGRAPHICAL DATA  

Below is the demographical information which was obtained from the participating firms: 

Firm name/ 

characteristics 

ACS African 

Touch (AT) 

Zenith 

Systems 

(ZITC) 

IT Support 

and Services 

(ITSS) 

Area of business Recruitment 

and 

consultancy 

African 

products 

retail shop 

IT 

Consultancy 

and Logistics 

Social Services 

and Computer 

Services 

Type of business Sole 

proprietorship 

Sole 

proprietorship 

Sole 

proprietorship 

Sole 

proprietorship 

Number of employees 4 2 2 3 

Age/Gender 42 years / M 35 years / F 38 years / M 37 years / M 

Business administration 

and management 

background of owners 

Yes Yes Yes Yes 

Number of years in 

operation 

5 years 4 years 3 1 

Geographical location Finland Finland Ireland Ireland 

Table 5.1: The characteristics of interviewed firms, owner–managers and their area 

of business  
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5.2.2 DEMOGRAPHIC CHARACTERISTICS 

Four sole proprietorship businesses from two geographical locations with diverse years of 

operations were involved in this study. ACS, is a Recruitment and Consultancy firm, 

located in Finland with four (4) employees. It is the oldest of all four (4) businesses with 

five (5) years in operation. From the same geographical location, African Touch has been 

in operation for four (4) years and with 2 employees 

 Zenith Systems, an IT Consultancy and Logistics firm, and IT Support and Services are 

relatively young businesses in Ireland with a total of four (4) years of operation between 

them. Like African Touch, Zenith Systems has two (2) employees but only three (3) years 

of experience in the business. IT Support and services, the youngest of all the four (4) 

businesses currently has 3 people in its employ and have only been operating for one (1) 

year when this study was conducted. One commonality is that all managers have business 

and management education. 

This section details the summary of our findings in relation to each hypothesis we are 

testing, which then forms the basis for the analysis and interpretation of our findings thus 

helping us to either accept or reject our hypothesis in chapter six (6).  

 

5.2.3 SUMMARIZED RESPONSES FROM ALL OUR INTERVIEWEES 

 

Dynamism of product and service offerings is vital to sustaining business goals 

―During these years of operations of African Touch, we always have different customers 

looking for different products from Africa as well as looking for possibility to for 

instance turn an African dress into the Finnish style‖ (African Touch owner manager). 

African Touch realized that to be able to achieve their aim of selling and promoting 

African products in Finland, they need to expand or widen their product range. They have 

purposed to distinguish their business by offering unique products from Africa and 
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according to the owner-manager one strategy is to create the awareness of such products 

and services on the Finnish market. It was confirmed that retailing of African clothes, 

accessories, handicrafts and artifacts is still at the infant stage in Finland and that for such 

products and services to do well on the market they are often subject to many changes, as 

per requests, which call for change in product designs for it to appeal to a wider 

community. 

Looking at African Touch‘s business goals towards their products and services, we are 

told that they aimed at making available in Finland African products and services which 

until 2004 are not available in Finland and also to improve and expand their products as 

demanded by customers. Analyzing the response to how they achieve and assess the 

success of this goal, it becomes clear that their made in African products are truly unique 

on the Finnish market but the challenge is getting customers in Finland to accept this 

uniqueness and adapt to new designs. These challenges subjects the periodic change of 

their product designs to satisfy the seasonal change as well as meet Finnish customers 

tastes and preferences. Such moves also bring dynamism and flexibility in their goals 

towards their products and services.  

According to African Touch (AT), the frequent requests and need for new designs 

contribute to the firm‘s challenge of incurring high cost of transporting products from 

Africa to Finland to meet these requests. Another challenge for AT is to ensure that 

producers and suppliers understand the dynamism in the market African Touch is serving 

in order for them to appreciate the need for the frequent changes in orders and the need 

for unique designs which often lead to them adjusting their existing designs and product 

range. 

With ACS, they aim at providing their customers with the best product and services at 

very affordable price (win-win deals). By so doing, they target quality first before cost 

―as cheap things turns to be expensive at the end‖ (ACS owner manager). In their view, 

they hardly change their objectives because they insist on quality. If at all, it is the cost of 

rendering the service, should the customer have limited budget for their service. 
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Eventually they educate clients on short and long term savings on ACS products and 

services as well as the advantages and disadvantages on the different options. This we are 

told eases the battle of cost savings for both ACS and customer/client. 

According to ITSS, for new companies to succeed in this present economic situation, 

they have to approach business differently, be dynamic in the product and services they 

offer, and not necessary follow the status-quo. According to the owner-manager, the firm 

has transformed within a year of starting business; the initial intention of the owner-

manager was to set up a small information technology firm providing core IT services to 

businesses and sometimes private individuals, but eventually decided to expand his target 

customers by providing services and supports for all categories of computer users and 

businesses. ITSS also provides social and telephony services for the general public in its 

offerings thus increasing its customer base. The owner-manager went further to say that 

this decision has really paid off with the telephony and social services becoming vital part 

to the firm‘s present and future business plans. Part of the firm‘s objective towards the 

community especially in the greater Dublin area, is to expand its product range, ensuring 

that the customers are satisfied at all times and also to continue to strive to provide its 

products and services at an affordable cost. ITSS hopes to achieve this by introducing 

new products and also by sourcing for low-cost suppliers through constant shuffling and 

linking up with third party companies (suppliers).  

Unlike ITSS, ZITC offerings is limited to core IT services (consultancy and logistics) 

with small to medium size businesses as its targets. To achieve its objectives, the firm‘s 

strategy is to be professional, proactive, and providing high quality service at all times. 

According to the owner-manager, by staying professional at all times and ensuring 

attention to details, the firm hopes to distinguish it products and services from 

competitors. He mentioned that creating awareness within the community is a major 

challenge the company is facing and that through advertising, telephone cold calling, 

faxing and emails, the firm hopes to capture opportunities in the market apart from its 

traditional offerings.  
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Strategic marketing capability is vital to sustaining business goals by its positive 

impact on market creation, customer awareness, recognition, retention, and 

satisfaction 

Regarding marketing, African Touch has been participating in exhibitions, bazaars, 

fashion shows, advertising in newspapers and magazines as well as through window 

display. According to the owner-manager, they aim to create awareness and promote 

sales by these strategies. They assess the achievement of this objective by the increase in 

customer visits to the shop after such activities and events. Because the sales and 

marketing is in relation to the products and services, these objectives are changed when 

their products and services change. In their view, their various marketing strategies have 

contributed to creating customer awareness, recognition and also market creation. The 

firm is quite alert to customer response and satisfaction and they acknowledge the need to 

retain and recognize good and reliable customers through long term relationships. As 

such they have been offering discounts, flexible payment terms, additional 

complementary services as well as periodic information update of product and services. 

They also offer occasional complimentary gifts and seasonal greetings. In situation where 

customer(s) are not satisfied or had something go wrong, they are quick to render 

apology and rectify the problem in question as well as offering complimentary product or 

service. Then take steps to effect the necessary corrections to avoid repeated situation. 

To be the market leader in the area of services and consultancy is the marketing objective 

of ACS. The following are the strategies that are pursued in the quest to achieve this 

objective: One on one marketing, promotions, TV, radio, daily newspaper adverts, 

brochures as well as training courses. They assess the effectiveness of their strategies by 

monitoring the number of customers and the response of clients and customers after each 

strategic move. The call for sales inquiries also measures the impact of their marketing on 

sales, customer awareness as well as recognition. On other moves, they also make use of 

door-to-door marketing strategies. ACS owner-manager made us aware that because 

customers usually have different plans and needs, they face the challenge meeting tailor 
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made requests and these are what cause frequent changes in their objective. However, 

they take customer satisfaction seriously by ensuring that customer‘s needs are met as 

they involve them right from the beginning – planning stage – to the end of the project. 

By this they always have the opportunity to address issues of concern early enough by 

involving and developing a reliable relationship with the customers. 

 The marketing objective of ITSS is to ensure that its products and services reaches its 

target customer and are available at a competitive and affordable price. Its marketing 

strategy is to be known as a low cost provider in the area it operates. As mentioned 

earlier, the firm liaises with other service providers and suppliers to extend its product 

and service offerings and to achieve affordable pricing, the firm employs strive to get the 

best possible deals from its suppliers. By lowering the cost at source, the firm can pass 

this to its customers thus expecting an increase in customer inflow. The firm also 

identified locating low cost suppliers as a challenge and according to our interviewee, 

―low cost providers are out there but to locate them is a major challenge‖. To improve its 

sales, the company also offers free services to its customers such as 10 minutes computer 

appreciation, free computer diagnostic service and free anti virus scanning. According to 

ITSS, its marketing strategy has been effective; increase in sales has been observed, the 

awareness is now there in the community and the firm is getting recognition in the area. 

Recently, the owner-manager was invited to speak at an event organized by the leaders in 

the community. The owner-manager believes that the company has taken the right 

marketing decisions and that the size of market it has created is beyond expectation 

considering the fact that the marketing cost constitutes about 10% of its operating cost. 

He however went on to say that keeping its customer base and ensuring customer 

satisfaction at all time is as vital as making profits. Customer complaints are mostly dealt 

with on a face-to-face and one-on-one basis and the aim is to ensure that the customers go 

satisfied.  

Creating awareness of the firm‘s expertise and professionalism is the major marketing 

objective of ZITC. According to the owner-manager, ―if people know about our expertise 
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and professionalism, business will start rolling in‖.  His marketing strategy includes soft 

advertising, telephone cold calling, faxing, email and word of mouth. This strategy has 

been effective because the firm has seen an increase in invitation to tender for contracts 

and other IT providers have been calling to inquire about their services. Its marketing 

cost is just about 10% of its operating cost and as it stands, the company hopes to embark 

on an aggressive marketing plan in the coming months because of the dividends that have 

been realized so far. Sales have improved and people are now aware of what the company 

does and the satisfaction they will derive from them. A week before this interview, the 

firm was awarded part-contract of a maintenance contract in an engineering company in 

Drogheda, Ireland. This is a major leap in the firm‘s accomplishment and the owner-

manager attributed this to its marketing strategy because it all began from a random 

telephone cold calling. To keep its customer base and ensure customer satisfaction, the 

firm encourages the customers not to hesitate to say their opinion of the company and its 

services; ZITC operates based on the belief that customers are always right and one 

satisfied customer goes a long way. 

 

Operating cost effectiveness is vital to business goals 

African Touch aims at operating at as low as possible cost in their day-to-day business. 

Through their years of operations, they acknowledge that every effort towards reducing 

operating cost contributes to profit. The strategies they adopted to minimize cost includes 

avoiding waste, using the cheapest and equally effective means of importing products 

from Africa as well as accessing comparatively cheaper services for day-to-day 

operations. Through the trend of their expenditure they could tell how effective their cost 

minimizing has been. Although, some of the external products and services required for 

their daily operations present limited options (less alternatives) to choose from. African 

Touch owner-manager indicated that it is basically the cost and reliability of their 

subscribed products and services that determine the cost effective measures. Also the 

length and terms of a subscribed product and service contract contributes to how often 

cost effectiveness measures are effected. 
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ACS on the other hand is applying the Just in Time (JIT) strategic principles to aim at 

properly planning cost efficient operations. They resort to periodically monitoring the 

operational cost. According to ACS owner-manager, they face the challenge of cash flow 

from the customer - where accounts receivables delays - it affects their account payables 

as well as the need to meet other operational expenses. For their business the contracts for 

purchases and supplies often attract changes. These changes are determined by the 

purchasing prices as well as the delivery time. All efforts to reduce operating costs reflect 

a direct increase in their total revenue.  

ITSS business plan is on effective management of its operating cost and the aim is to 

continuously strive to improve profit margin in relation to its overall expenses. 

Negotiating low cost from its suppliers and ensuring that it does not get the pricing wrong 

has been identified as critical towards improved performance. In the light of this, ITSS in 

an effort to remain competitive and remain in business do periodic market survey to 

ensure that it gets the best prices from its suppliers. 

ZITC business model tend to focus on quality but at an affordable price. According to the 

owner manager, ―you don‘t get what you don‘t look for‖. His belief is that quality 

products are out there and at an affordable price and this is the basis of the firm‘s 

marketing strategy. The firm goes beyond its shores in search of quality products and 

ideas but at an affordable price. The firm has successfully and significantly lowered its 

operating cost by sourcing for ideas and products offshore especially from India which 

has significantly improved business performance and its competitiveness. The owner 

manager however identified government taxes and levies as posing a significant 

challenge towards achieving the company goals.  

 

There is a relationship between entrepreneur’s business administration education 

and business failure 

Owner-manager of African Touch agreed that there is a relation between having business 

management and administration training with successful management of the firm and that 
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it is really helpful to have such training. ACS owner-manager also confirmed the same 

and added that such training gives insight to some business principles which if lacking 

could negatively affect the internal affairs and eventually the external affairs of the 

business.  

According to the owner-manager of ITSS, his business education knowledge is really 

helping in the accounting and pricing aspect of the business. He sees a significant 

relationship between entrepreneur‘s business administration education and business 

failure. He believes that if you get the pricing wrong, the business will fail as a result. 

Owner-manager of ZITC expressed the same view as ITSS and in addition, he suggested 

that experience is also a valid way of attaining business education and that business 

education does not necessarily have to be class room based. 

 

There is a relationship between entrepreneur’s level of commitment and business 

failure 

Considering the extent to which entrepreneurs - owners of the firms - are active on the 

job, we realized that although owner-manager of African touch was active on the 

business he is also having another job aside African Touch. So he works thirty hours on 

African Touch and combining it with his other job he works extra time as an 

entrepreneur. ACS, ITSS and ZITC owner-managers are very active in the business and 

they do not have other jobs, but they also admit to working extra hours as the job 

demands. In their view they work more and around the clock on issues relating to the 

business beyond office hours. All the managers agree to the fact that the situation 

demands a huge commitment especially when the business is young and calls for extra 

work and sacrifice to get it well established and growing. They all agree to the fact that 

that employees do what they are told to do on the job and depend on the owner-managers 

to lead the way on issues pertaining to the growth of the business such that if the owner is 

not highly committed to working extra hard with lot of personal sacrifices the business 

would not survive let alone grow. 
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Ineffective communication and marketing strategy contribute to business failure 

African Touch enjoys different public relation opportunities like interviews for different 

magazines, newspapers as well as organizes shows and performances at multicultural 

programmes. Additionally they use e-mailing, posters, flyers and word of mouth (face-to-

face) as their marketing strategies and these are the ways they communicate relevant 

information in order to maintain a long-term relationship with all stakeholders. But when 

it comes to disclosing plans, objective and strategies to specific stakeholders like partners 

and employees they adopt the face-to-face as well as e-mailing.  

ACS also uses the media and personal contacts to create awareness of the business. They 

also have some public relations opportunities and adopt information sharing to maintain 

long-term relationship with all stakeholders but when it comes to communicating plans, 

objectives and strategies to employees and partners, they arrange meetings.  

Both managers of ITSS and ZITC could not agree more to the fact that ineffective 

communication and marketing strategy contribute to business failure. Targeting 

customers through advertising, telephone cold calling, faxing and emails are some of the 

marketing strategies employed by ZITC. As part of the firm‘s marketing strategy, the 

company also ensures that it maintains long-term relationship with its stakeholders by 

being honest and transparent in all dealings. ITSS embarks on advertising in local papers, 

on bill boards, printing and distributing flyers to communicate its products from time-to-

time, and meet up with stakeholders in order to maintain good relationships.  The owner 

manager of ITSS strongly believes in public relations (PR) marketing as a way of 

endearing the firm to the heart of the community it serves while ZITC due to the nature 

of its business could not divulge its PR marketing techniques.  

When it comes to the SWOT analysis of the firm, we realized that these firms need in-

depth consideration of the internal and external situation of their businesses. ACS for 

instance needed time for a proper analysis. African Touch on the other hand was able to 

highlight that they have the Strength of offering unique product and services. They are 

however experiencing some weakness with limited human resource and demanding local 
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language skills. Opportunities to expand in products and services are proving to improve 

its performance. Nonetheless, the threat of this lucrative idea being competed away in the 

near future is also identified here.  ITSS mentioned that their strength is in their highly 

qualified staff. They see opportunity in opening longer hours – 15hour per day Mondays 

to Fridays. Their weakness is in their financial strength and the threat is with fierce 

competition. ZITC attributed their strength to be the high level of skills and being 

proactive; their weakness to be the fact that owner-manager is of a foreign background 

(Non Irish). This issue of not being an Irish citizen and or a native renders some 

government policies a threat.  

  

Small Businesses investment in CSR is relevant to sustaining business goals. 

African Touch participated in developmental projects and community recreation 

programmes as ways of honoring their Corporate Social Responsibilities. In a way, they 

also had an objective of helping to sustain the livelihood of the African handicraft 

producers in Africa by finding markets for their products in Finland. Despite the good 

intentions and the various roles towards their CSR, they face challenges like having to 

work extra to gain the appropriate recognition as well as develop other strategies towards 

the acceptance of the African products in Finland in order to gain competitive advantage 

as well as increase their market shares. The role that ACS plays in community is to create 

awareness about the need for regular maintenance culture as well as supports community 

development projects. They have not made any specific objectives towards CSR but they 

embrace the concept and are open to contributing their quota as and when needed. In their 

view each move they make towards honoring the CSR generates positive response. In 

both cases, because the firm‘s objectives satisfies and addresses CSR there is a positive 

influence on the relationship between the firm and all stakeholders. 

According to ITSS and ZITC, when a company gives to the community, the company is 

bound to get dividends by enjoying the goodwill of the community hence more 

patronage. I noticed that ZITC have not really done in terms of CSR even though it 
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firmly believe in it and according to the owner-manager, the business terrain in the last 3 

years has been tough and the company have had to go through tight budgeting and fiscal 

policies to survive the current economic Tsunami. The firm believes that in the nearest 

future, it will take active role in giving back to the community. ITSS firmly believes in 

ensuring that it engraves itself in the heart of the community and be seen as a good 

citizen in the local community. The owner-manager attends community meetings and 

offer free computer training to the locals. Sometimes, it arranges events such as Wipe-

The-Virus-Out-Day (WTVOD) which focuses on providing free antivirus scanning and 

cleaning to locals. According to the owner manager, it was tight when the company 

started but due to it marketing and community oriented PR programmes, the firm is 

enjoying huge patronage from the locals in comparison to other providers of similar 

services.  
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 CHAPTER SIX - DISCUSSION AND ANALYSIS, AND RECOMMENDATION 

Here we connect our empirical findings with available literatures (theoretical section) and then 

analyzed the responses of our interviewees in order to determine the pattern of these responses. 

Based on this, we were able to interpret the responses and determine the acceptability of the 

hypotheses and then offer our recommendations. 

 

 6.1 TESTING THE HYPOTHESES 

This section details our hypothesis testing, and the analysis and interpretation of our 

findings. In testing our hypothesis, we need to show a correlation in the pattern of 

response from our respondents in each case. Base on this we can say whether the 

hypothesis is accepted or not.   

 

H1 - Dynamism of product and service offerings is vital to sustaining business goals 

According to Best, 2009, p56, a key part of business success and building profits is a 

strong customer focus. A business needs to do more than just offering it goods and 

services and look for ways of capturing the different classification of customers 

(classification based on customer loyalty and profitability – Top Performers, High 

Potentials, New Opportunities, and Nonprofits (Best, 2009). He went further to indicate 

that during a customer‘s process of buying and using a product or service, a business has 

several opportunities to impact the customer‘s experience. Today‘s managers are now 

becoming aware of the impact of adding dynamism to business offerings and the way 

they are offered or delivered in order to achieve and sustain business goals. Branding, 

Product Line Extensions, Continuous strive towards Product/Service Uniqueness, and 

Bundling products/services etc. are some of the ways business managers bring in 

dynamism to their offerings.  

Our respondents agrees to the need to make products and services more irresistible to buy 

by stretching the mental goal of making their proposition so compelling that it actually 
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becomes irresistible. They all identified with the need of distinguishing their product and 

services offerings. ITSS embraces the idea of product line extension; ZITC and AT 

embraces professionalism and uniqueness respectively while ACS embraces bundling 

strategy; African touch is also open to effecting necessary changes in their products 

designs and services to attract customers. Analyzing the pattern of responses from our 

interviewees, we can safely conclude that their responses are in support of H1 hence this 

hypothesis can be said to hold. To state formally, we conclude that dynamism of products 

and services has a positive impact on sustaining business goals. 

Although these interviewed firms have some kind of strategies to bring about dynamism 

in their products and services as indicated in chapter five (5), we recommend that they 

embrace more robust products and service strategy encompassing the ones mentioned 

earlier in this chapter which ultimately would contribute to improved performance and 

ensure continual growth. We also want to recommend the suggestions in Grundy (2004) 

research on rejuvenating strategic management. He urged managers to work backwards 

from Customers. According to him customers are important source of strategic 

inspiration and that managers should not be embarrassed to ask customers what they 

think could or should be done as Customers are fantastic source of strategic thinking. He 

encouraged managers to physically be their own customer to try to discover things that 

can strategically enhance strategic thinking. This in his view also helps determine how 

more value could be added to your customer if you were in their position. Furthermore, 

he urged that it is better to create lots of value by capturing more of it through innovative 

positioning and pricing which can lead to increased sales and ultimately lead to an 

increase in profit. In their research, Stace and Bhalla (2008) emphasized the importance 

of the firm sustaining the ‗connective tissue‘ of customer relationship. They illustrated 

the importance of customer insights into the constant challenge of strategic positioning 

and value creation (see figure 6.1). Since good strategy is about finding a position of 

uniqueness and value-creating differentiation, they emphasized that the circle between 

the firm‘s strategic directions and positioning revolves around the proposed value for 

customers. Therefore we agree with their recommendation for the need for strong 
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connective tissue of customer insights, both in terms of response to the firm‘s current 

offer, and emerging product and service possibilities.   

 

Figure 6.1: Building on the ‘connective tissue’ (Stace and Bhalla 2008) 

 

H2 - Strategic marketing capability is vital to sustaining business goals by its 

positive impact on market creation, customer awareness, recognition, retention, and 

satisfaction 

Best (2004) asserted that product market in some way contributes to both the short-run 

and the long-run performance of a business so that depending on the current and future 

position and performance, product may receive additional investment to grow or defend 

an important strategic market position. Strategic market plan sets the direction and 

provides guidelines for resource allocation. Primarily, strategic marketing plan is to 

create a strategic direction and objective to affect the product-market‗s share, competitive 

advantage, sales growth as well as profit performance (Best, 2004). This is in line with 

what this hypothesis is testing – sustaining business goals through positive impact of 

strategic marketing on market creation, customer awareness, recognition, retention and 

satisfaction.  

Responses from the interview confirmed a relationship between strategic marketing and 

attainment of business goals. African Touch (AT) expressed that marketing strategies 
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have indeed contributed to market creation, customer awareness and recognition. AT is 

also alert to customer response and satisfaction as it acknowledges the need to retain and 

recognize good and reliable customers through long term relationships. ACS also 

acknowledged that their marketing strategy directly creates customer awareness and 

recognition which eventually leads to market creation and customer retention and 

satisfaction. According to ITSS, its marketing strategy has been effective; increase in 

sales has been observed and the awareness is now there in the community and the firm is 

getting recognition in the area. According to ZITC its strategic marketing plans have 

resulted to increase in sales and customer awareness and satisfaction. From these 

responses, there exists a clear indication of the positive impact of strategic marketing on 

attaining business goals hence hypothesis H2 holds. To state formally, we conclude that 

there exist a positive relationship between strategic marketing capability and business 

goals‖.  

 

 

 Figure 6.2: Strategic market planning process (Best, 2004, p 333)  

In figure 6.2, Best (2004) is urging managers to map out careful strategic planning for 

future share position, sale growth and profit performance, because this plan guides and 

directs resource allocation. He therefore recommends an initial process of careful 

assessment of current business performance, market attractiveness and competitive 

advantage that the business wishes to consider over 3-years. Then conduct a portfolio 

analysis to better understand the current position of products and their performance. On 
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that basis, a strategic marketing plan can be specified to desired performance objectives.  

From the interview, we observed that the owner-managers of these businesses firmly 

attributed performance with respect to increase sales and customer base to their 

respective marketing strategy plans which were mainly unstructured as evident in the mix 

up in their long-term and short-term marketing strategies. Consequently, there exist the 

need to develop clear and distinct short-term and long-term strategies hence a careful 

evaluation of the existing unstructured content of the plans is imperative as suggested by 

Best (2004). He also went on to say that strategic market plan provides broad guidelines 

for the achievement of both short and long term performance objectives. According to 

Best (2004) strategic market plan is a long-term strategy with a 3 to 5 year time horizon 

and specific performance objectives, whereas a short-term strategy which usually relates 

to product positioning, pricing, promotion and place, is within a 1 year time frame. We 

agree with his recommendation that the short-term plan needs to be reviewed each year in 

the face of changing market conditions and adjusted accordingly to achieve the long-run 

performance objective of a strategic market plan.  

 

H3 - Operating cost effectiveness is vital to business goals 

From the perspective of Best 2004 which states that ―p185, a firm can achieve three 

different types of cost advantage.‖ as stated in section 3.2.2, our respondents gave us 

different measures they embark upon to lower their operating cost. Although we could 

not ascertain the exact level of impact lowering cost have on business performance, there 

were indications of positive relations. African Touch indicated that they take various 

measures in minimizing their operational cost and through the trend of their expenditure 

they could tell how effective their cost minimizing effort has been. ACS agreed that all 

efforts to reduce operating costs reflect a direct increase in their total revenue. ITSS 

indicated that their cost effective measures affect their pricing and therefore give them a 

competitive edge. ZITC idea of cost effectiveness is to source for high quality at low 
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price. The trend of the responses from this hypothesis confirms that there is a relation 

between cost effectiveness and business performance hence H3 holds. 

According to Best 2004 ―p212, a business can create a source of advantage with low 

price, hence low cost of purchase.‖ In his view, businesses with low-cost advantage in 

market where price is important determinant of customer value, can utilize the low price 

as a basis for product positioning. Figure 6.3 highlights the contribution of cost along 

with product differentiation and marketing advantages, to competitive advantage of a 

business.  

 

Figure 6.3: Major sources of Competitive advantage (Best, 2004, p185)  

Noticeably in the above diagram, owner-managers need to reduce their variable and 

marketing costs in addition to their operating costs in order to maintain a competitive 

edge. Although the outcome gave a clear picture of the impact of expenditure, we would 

recommend that the owner managers would also pay attention to the impact of product 

pricing to enhance customer value which ultimately is aimed at sustaining their business 

goals. This recommendation is backed by Best (2004) who states that ―p303, Customer 

value and business profitability depend on effective pricing strategies. High prices do 

wonders for margins but often result in law customer value, especially when a product‘s 
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perceived benefits are less than its perceived price‖. He further went on to say that value-

based pricing presents a pricing logic designed to deliver superior value for customers 

and high profitability for businesses.  He presented three (3) value-based pricing 

strategies which includes value-in-use pricing, perceived-value pricing, and performance-

based pricing. 

 

H4 - There is a relationship between entrepreneur’s business administration 

education and business failure 

Curran (1986) defines entrepreneurs as those individuals that start and manage a business 

with the intention of developing the enterprise, and possessing the leadership and 

managerial capacity for achieving their goals, often in the face of vigorous competition 

from other firms, large and small. Reiterating Beaver (2003), management in small firms 

cannot be separated from the motivations and actions of the key actors – entrepreneur in 

this case. They are the fundamental component in understanding the fashioning of the 

relationships between ownership and decision making, managerial styles, organizational 

structures and cultures, and patterns of business development. Many researches have 

looked into the role and nature of ownership and the pattern of business management that 

emerges from it and its connection with enterprise success and failure. In their research 

conducted in Finland, Kangasharju and Pekkala 2002, stated that higher education of self-

employed people should improve the growth opportunities of their firms. They backed 

this up by saying that higher education improves the ability to comprehend market 

prospects, resulting in better exploitation of the demand on the market. They went further 

to analyze the effect of education on the success of firms in an economic downturn and 

the following upturn. They claimed that the general labour market conditions greatly 

affect the relative closure rates of small firms run both by highly and less educated self-

employed but concluded that the exit probability is lower for the firms run by highly 

educated in the economic downturn, whereas it is higher in the economic upturn because 

the highly educated face higher external demand for their labor during economic upturn 
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than the less educated. In addition, their findings indicate that firms run by the highly 

educated self-employed have higher growth probabilities than those run by the less 

educated ones, regardless of the market.  

In our interview, all of the respondents agreed to the fact that some kind of business 

administration education is essential for the success of the business. However the level 

and extent of education was not clarified. Although one could be focusing on formal 

education, owner-manager of ITSS suggested that experience is also a valid way of 

attaining business education and that business education does not necessarily have to be 

class room based. According to Schumpeter (1934) attitudes to innovation, risk-taking, 

strategy, leadership, market changes and information, organizational improvement, 

growth and the continued attainment of business development opportunities, are essential 

ingredients of entrepreneurship. Porter (1985) emphasized that it only takes performance 

in one stage of the value chain to fall below the norms of the industry or local 

competition and the whole firm under performs, or is put at risk. Hence performance of 

entrepreneurs is linked to high level of managerial competence and ability throughout all 

aspects of the value chain. We therefore state formally that there exist a relationship 

between entrepreneur‘s business administration education and business failure hence H4 

holds.  

In recommendation, owner-managers should have an attitude of openness to learning 

from experience and a high competence in social and commercial interactions both inside 

and outside the firm and not just concentrate on acquiring formal business education. 

H5 - There is a relationship between entrepreneur’s level of commitment and 

business failure. 

Beaver, 2003 states ‗p117. All businesses, irrespective of whether they are large or small, 

can fail and produce disastrous consequences for all the stakeholders concerned‘.  

Beaver, 2003 went further to say that ‗p117. There are many reasons for business failure 

but in the case of small firms, especially those under three years old, issues of finance, 
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demand forecasting, management, marketing, capitalization at start-up and strategy and 

planning are just some of the issues‘.  He went further to state that failure rate for new 

businesses are about 10 times higher than that of larger established business. From 

personal experience, business success stories are not the same from business to business; 

it depends on the objectives and goals of the of business formation; the key factor that is 

however common to most success stories in today's business environment of increasing 

competition and rapid change are absolute passion and dedication to the business by the 

owner/managers thus making bearable the frustrations and disappointments of the 

business. According to the owner-manager of ITSS, without commitment, the things that 

are possible but tough become impossible. Analyzing the responses of our interviewees, 

none of them work less than 50 hours weekly, which is more than what operates in larger 

establishment and government offices.  In fact the owner-manager of ZITC works 75 

hours weekly while ITSS owner-manager is even planning of opening on Sundays and 

according to him, as the business evolves so does the level of commitment. Only AT‘s 

owner-manager has other job, the rest are full time entrepreneurs. However, AT has a 

store manager that is full time on the job. Following the trend of the responses, it is 

evident that for the owner-managers to sustain the business goals and objectives, they put 

in extra effort and sacrifice a lot of their time to the business hence H5 holds. 

H6 - Ineffective communication and marketing strategy contributes to business 

failure 

Wery and Waco (2004) in their article ―Why good strategy fail‖, mentioned that unhappy 

endings of some once powerful companies whose fortunes have slipped are often 

attributed to good strategies gone bad. They listed some of the causes of failures as lack 

of focus, competency gaps, unfortunate market timing, impatient for results, and 

misaligned operations. According to them, to maintain a strategic focus in order to 

prevent premature death and diluted company focus, companies‘ needs to put in place a 

disciplined process for systematically   reviewing, evaluating, prioritizing, sequencing, 

and managing strategic initiatives – and to clearly communicate this process to the 
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management team. This was corroborated by Karin and Schaff-Glazier (2004) by 

expressing that to avoid diluted company focus; businesses need to look internally at their 

current marketing strategy creation, implementation, and tracking process and assigning 

the right people to the task. They emphasized that a detailed process needs to be built 

around the campaign so that the assigned team is properly implementing, managing and 

tracking the campaign throughout its lifecycle. Wery and Waco (2004) went further to 

highlight that having the right people to execute strategies, marketing and communication 

strategy in our case, will prevent competency gap which is vital towards effective and 

successful execution. They emphasized poor communication of new strategy as a major 

competency gap common to most cases strategic failure in companies. Communication 

must be clear, consistent, and frequent across all levels of stakeholders. This was also 

backed by Best (2009); according to him, without an effective marketing communications 

program, a marketing strategy will fail. He went on to say that target customers must be 

made aware of the product and its benefits, be continually reminded of these benefits, and 

be stimulated to take action. Wery and Waco (2004) also highlighted the fact that brilliant 

strategy can come too late or become obsolete if market conditions changes; hence 

timeliness is also essential to effectiveness of a marketing strategy. Karin and Schaff-

Glazier (2004) corroborated this by stating that if ideas are not implemented in a timely 

manner, competitors could start offering a similar program and hence gain championship 

in that market. 

In analyzing the responses from the owner-managers (interviewees), they all believe in 

creating awareness for their products. Advert in papers and media, emailing, and word-

of-mouth are some of ways they push out strategic information to consumers. According 

to the owner-manager of ITSS, the success or survival of the business is down to a well 

articulated and effective marketing strategy. African Touch through public shows and 

performances at multicultural programmes communicates it products and merchandise to 

it customers and during a recent trade event in Finland, the firm was the only that came to 

display African products and merchandise. According to the owner manager, this unique 

opportunity afforded them to realize the huge potential of African product in Finland. The 
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owner-manager believes that the market is out there for the take and that the first-move 

advantage which they presently enjoy mightn‘t be there for long. As a result of the nature 

of business of ACS and ZITC and the type of client they serve, their marketing strategy is 

not public oriented and are directed towards corporate organizations and businesses. To 

maintain a long term relationship with customers ZITC believes in professionalism, 

proactive services, and honesty and these core values have become an integrated part of 

its marketing strategy. These core values are flaunted and communicated to its target 

customers at every opportunity. ACS on the other hand has portrayed itself as a low cost 

provider and this is the core of its marketing strategy. According to the owner-manager of 

ACS, ―Our objective is to provide our customers with the best product and services at 

very affordable price (win-win deals)‖. Its package deals have proven to be very 

attractive and what is left is to push information about its cost benefits to targeted 

customers. The owner-manager went on to say that the company has presently enjoyed 

success through personal contact and word-of-mouth. The belief in the firm is that the 

product needs to be backed up with an aggressive media campaign in order to achieve a 

turnaround. Without any doubt, ineffective marketing and communication strategy can 

lead to failure as evident in the responses of our interviewees. As recommended by Wery 

and Waco (2004), the owner-managers know the essence of marketing and 

communicating their products to all stakeholders in a timely and consistent manner hence 

H6 holds.  

Having highlighted the thoughts of the strategists earlier regarding the effect of poor and 

ineffective communication and marketing strategy on business, what should businesses 

do to prevent this is a big question. Strategic failure sometimes results from the failure of 

businesses to know about the environment in which they operate, but with proper 

analysis, an effective market plan can be developed which is tailored towards the specific 

environment the business operates in. This is echoed by Best (2009, p447) and according 

to him, a fact-based analysis of the current situation (current performance, market 

demand, competition and industry attractiveness, customer needs and market 

segmentation etc.) is the first requirement in building a successful marketing plan. He 
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further suggested that a SWOT analysis should then be carried out, which is a 

comprehensive examination of situational forces uncovered by the analysis of the current 

situation, along with other forces that the analysis may not have captured. Examples of 

situational forces cited by Best (2009) which are also common to the four businesses we 

considered are health costs, government regulations, waste disposal etc., which could 

have significant influences on future performance.  Through SWOT analysis, the 

company can evaluate the strength that can be leveraged from the available resources and 

also determine weaknesses that can constrain the marketing potential of the firm. This is 

then followed up by a communication strategy to push information to customers and 

create awareness for the products.  

We recommend to owner-managers to apply Sussland (2004) propositions (see section 

3.2) to effectively improve the strategic framework of a business thus reducing, if not 

eliminate the causes described by Wery and Waco (2004) as responsible for strategy 

failures. Sussland (2004) proposition is very similar to Best‘s approach, though Sussland 

applied the framework to a broader scope (whole business system). We are limiting the 

application to communication and marketing strategy and the first step is to do a reality 

check (internal) of the existing marketing potential of the company. The second step is to 

be alert to the trends in the external business environment (i.e. adaptive strategy) and the 

third step is to develop a plan based on the internal and external influences. The last step 

is the strategic deployment of the marketing and communication plan. In conclusion, no 

two businesses are the same, communication and marketing strategy should be peculiar to 

a business and for it to be effective, it should be based on the information collected about 

the business. 

 

H7 - Small Businesses investment in CSR is relevant to sustaining business goals. 

Dubrin, 2007 states that ‗p.183, Social responsibility is having obligations to society 

beyond the company‘s economic obligations to owners and shareholders and also beyond 

those prescribed by law or contract‘. CSR relates to the organization‘s impact on the 

society and is aimed towards doing good deeds to the society. Porter and Kramer, 2006 
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highlighted that ‗p80. The prevailing approaches to CSR are so fragmented and so 

disconnected from business and strategy as to obscure many of the greatest opportunities 

for companies to benefit society. If, instead, corporations were to analyze their prospects 

for social responsibility using the same frameworks that guide their core business 

choices, they would discover that CSR can be much more than a cost, a constraint, or a 

charitable deed – it can be a source of opportunity, innovation, and competitive 

advantage‘.  They observed that many companies started taking CSR serious only after 

being surprised by public responses to issues they had not previously thought were part of 

their business responsibilities. They cited the example of Nike, which faced an extensive 

consumer boycott after the New York Times and other media outlets reported abusive 

labor practices at some of its Indonesian suppliers in the early 1990s. On the other hand, 

Nestlé‘s approach to working with small farmers unlike others exemplifies the symbiotic 

relationship between social progress and competitive advantage. It enables the company 

to obtain a stable supply of high-quality commodities without paying middlemen. Nestlé 

has prospered, so has the community. Porter and Kramer further stressed that CSR should 

not be only about making philanthropic contributions to local charities, lending a hand in 

time of disaster, or providing relief to society‘s needy–worthy though these contributions 

may be. Efforts to find shared value in operating practices and in the social dimensions of 

competitive context have the potential not only to foster economic and social 

development but to change the way companies and society think about each other. Their 

aim was to change the perception of CSR from mitigating harm to reinforcing corporate 

strategy through social progress; they are convinced that CSR will become increasingly 

important to competitive success. Vytautas and Vytautas (2008) in the article ―Influence 

of Corporate Social Responsibility on Competitive Abilities of Corporations‖, went on to 

identify the CSR aspects, which serve as the main instruments of competitive advantages 

formation and construct a model of competitive advantages formation for socially 

responsible business.  



 54 

 

Figure 6.5: Model of socially responsible business competitive advantages formation 

(Vytautas and Vytautas, 2008, p37) 

Vytautas and Vytautas further highlighted in their work that most researchers compatibly 

state that participating in CSR work is useful not only for society but also for 

corporations and that CSR practice gives additional advantages to business such as 

providing society‘s favor and lowering the risks of business operations, forms the image 

and improves reputation of business, broadens markets and makes situations for sales 

increase, helps to attract positively motivated employees and enhances the value of 

human capital etc. Today‘s managers are beginning to see the relevance of CSR towards 

achieving their corporate goals and this is evident in the responses of our 

respondents/entrepreneurs. African Touch (AT), by helping to preserve the African 

handicraft market in Europe (Finland ) when other companies are looking to other 

products is a form of socially responsible behavior similar to what Nestlé did by working 

with small farmers.  Their objective according to owner-manager is to help sustain the 

livelihood of the African handicraft producers and at the same time appealing to the 

sentiment and goodwill of consumers of these products. AT has successfully aligned it 

corporate strategy with it CSR practices by participating in developmental projects and 

community recreation programmes. The underlying aim is to promote African products 
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and gain competitive advantage as well as increase their market shares.  

As mentioned in chapter 4, ITSS firmly believes in CSR and has since been enjoying 

huge patronage from the locals due to its community oriented strategies such as 

WTVOD, free computer appreciation training etc. The owner manager attributes the 

increase in the customer base and market share to the firm‘s investment in CSR. He did 

not provide any accounting evidence to back his claim but I did ask some of his 

customers as to why they patronize ITSS and what seems to be common to the responses 

I got was that, the company really cares about the community. As evident from these 

responses, ITSS is enjoying from the goodwill of the community and this has a positive 

impact on the business. The market share is growing and the company through its CSR 

practices has earned the trust of the community hence competitive advantage.  

Though ACS and ZITC have not made any specific objectives towards CSR, both owner-

managers believe in it, the responses of AT and ITSS firmly support H7.  As in the case 

of Nestlé, market share and competitive advantage can be enhanced by investing in 

Corporate Social Responsibility (CSR). 
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 CHAPTER SEVEN - CONCLUSIONS 

 7.1 SUMMARY AND IMPLICATION 

By the nature of small businesses and the management styles, we acknowledge that every 

decision and every implementation at every level of the firm forms part of their strategies 

irrespective of whether it is well planned, communicated or documented. Small 

businesses inhabit a very different business landscape from their counterparts in large 

organizations and the act of management in small businesses has somehow replaced the 

notion of strategic formulation. 

This study found out that strategic marketing, operating cost effectiveness and dynamism 

of product and service offering are vital to sustaining business goals. Also, the research 

on AT, ACS, ITSS and ZITC – small businesses - confirms the notion that owner –

manager or entrepreneur is the principal stakeholder and ultimate strategic planner; so 

that their level of commitment as well as their business administration background could 

impact their business performance. Evidence from interview responses confirmed their 

informal style of management and strategy formulation — characterized by bold moves 

and intuitive decisions with little separation of ownership and control. Their managerial 

competence determines the business development and the level of ambition/development 

depend on owner-managers drive towards the enterprise. Through our interviews and 

observations, we established that these businesses frequently have limited resources to 

draw upon and operate with. The owners will need to explore financial facilities and/or 

seek support of Government agencies in their countries of residence some of which were 

cited in chapter two (2).  In spite of their financial limitations, they still manage to create 

revenue and invest in social responsibilities. The owner-managers are aware that being 

successful or failing has an impact on their personal possessions and therefore are 

committed to working extremely hard for success. 
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Although our findings indicated that the managers of the studied businesses pursue one or 

more strategic options to sustain their businesses, in most cases, they are not well co-

coordinated, lack strategic direction, and poorly communicated. The owner-managers 

agreed on the need to re-orient their operations so that they imbibe these strategic 

concepts in their corporate culture.  To achieve this, we recommend that a strategic vision 

and direction must be built and incorporated into corporate goals and establishing a 

corporate culture that integrates quality product and service delivery, good inter personal 

skills, communication and marketing,   among others. This it is anticipated would help 

build corporate identity and asset brand that will position these businesses for consistent 

performance and attainment of corporate goals. 

In all, the key aspect of sustaining business goals and reorienting the firm in order to 

grow and expand requires appropriate measures and procedures for evaluating and 

controlling the planning and implementation of the strategies. With an appropriate and 

well coordinated strategic plan focusing on products and services, marketing and 

communication, market creation, customer satisfaction, effective operating cost, accruing 

benefits of social responsibility etc., and complementing all these with an increased level 

of commitment, passion, and competency of entrepreneurs, small young businesses will 

be equipped to survive various economic and business environmental conditions. 

 

 7.2 CONTRIBUTION TO RESEARCH AND THEORY BUILDING IN SMALL 

BUSINESS DEVELOPMENT STRATEGY 

This study provides relevant information for small business researchers and theorists.  

We delved into some of the many strategies that young small business apply in today‘s 

world and presented the views of owner-managers taking into consideration the relevant 

operational and strategic management for their reorientation and survival in the business 

environment. We found that the concepts we proposed have impact on small business 

development in Finland or Ireland. We realized that some of the owner-managers are 
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aware and implemented some of the proposed but their activities have been ad-hoc, 

haphazard, unstructured and not well formulated.  

These are important findings in business study and relevant addition to literature as it 

provides important point of reference for theorizing strategies for re orienting small 

businesses. The study of four young small businesses from two different countries 

provides a framework for development of strategies for reorienting small businesses not 

only in Finland and Ireland, but the rest of the world. The similarities in the challenges 

they face offers us ground to suggest the development of a universally acceptable 

supportive business strategic plan that contains measures to help them sustain their goals 

irrespective of the business landscape they operate in. 

 7.3 SUGGESTION FOR FURTHER STUDIES 

We would suggest the following for future research: 

 A deeper study into the government policies for small businesses. How do these 

policies support or discourage their operations. 

 How foreign entrepreneurs succeed in operating business outside their home 

countries.  

 Development of a white paper on ways by which small businesses can overcome  

economic challenges 
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  APPENDIX A 

 INTERVIEW FORM 

Introduction and Purpose:  

We are two students at Blekinge Tekniska Högskola who are doing this Master Thesis 

which is included in our MBA exams – Bertha Kyere-Frempong and Olakunle Lemboye. 

Our thesis topic is ―Challenges facing young small businesses; Re-orienting towards 

sustainable business goals‖. This is intended to study the overall or general business 

strategies for young small or micro businesses, the challenges they face in their day-to-

day business activities and ways to reorient towards better performance in their long term 

operations – survival - as well as capitalizing on potential growth. We believe this would 

be useful to your business and other businesses of similar characteristics.  

These interviews are the important input to the thesis work. We anticipate the 

preparations for this interview to take about 20 minutes and we would call later in the 

week to arrange for a personal meeting to finalize this interview. We also anticipate this 

to take about 30 minutes. Your effort and time in preparing the responses to this 

interview as well as meeting us is greatly appreciated. 

Interview Form 

What is the type of business: sole proprietorship, partnership 

or corporation? 

  

How many years in operation?   

How many employees or workers?   
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What is your main start up challenges? 

 

What are the objectives of the firm? Towards turnover and other objectives 

 

What are the strategies in achieving these objectives? 

 

How do you assess the achievement of these objectives? 

 

What challenges are encountered in pursuing these objectives? 

 

How often does entrepreneur change these objectives? 

 

Which areas attract changes often and which does not? 

 

What factors determines changes in objectives? 

 

Do you know of any local government regulations/policies for micro businesses like 

yours? 
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How have you (entrepreneur) or your business benefited from such regulations? 

 

Have they affected you and or your business negatively? 

 

Do you see a relationship between enterprise performance and 

strategy?  

Yes No 

If yes, to what extent?    

If no, do you see the need to strategize at all Yes No 

H1. Dynamism of product and service offerings is vital to sustaining business 

goals 

What is the firm‘s area of operations? 

 

How has it distinguished its products and services from competitors? 

 

What are the objectives of the firm towards products and services? 

 

What are the strategies in achieving these objectives? 

 

How do you assess the achievement of these objectives? 
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What challenges are encountered in pursuing these objectives? 

 

How often does entrepreneur change these objectives? 

Which areas attract changes often and which does not? 

 

What factors determines change in objectives? 

 

How do you capture opportunities in the market apart from your traditional offerings? 

 

H2. Strategic marketing capability is vital to sustaining business goals by its 

positive impact on market creation, customer awareness, recognition, retention, 

and satisfaction 

What are the objectives of the firm towards marketing? 

 

What are the strategies in achieving these objectives? 

 

How do you assess the achievement of these objectives? 

 

What challenges are encountered in pursuing these objectives? 
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How often do you change these objectives? 

Which areas attract changes often and which does not? 

 

What factors determines change in these objectives? 

 

Do you measure impact of marketing on sales, customer 

awareness and recognition? 

Yes No 

If yes, how? 

What is the ratio of your marketing cost to your earnings?   

What other measures have you taken to improve sales? 

 

Any noticeable change in sales? Yes No 

How do you retain customers and what long term relationship plan does the firm 

embark on?  

 

How does the firm handle unsatisfied customers and what measures are in place to 

ensure customer satisfaction? 

H3. Operating cost effectiveness is related to business performance 

What are the objectives of the firm with cost effective operation?  
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Have you taken any steps to reduce your operating cost Yes No 

If yes, What effect has this had on revenue and performance? 

 

What are the strategies in achieving these objectives? 

 

How do you assess the achievement of these objectives? 

 

Have these measures been worthwhile i.e. towards achieving 

low cost offering. 

Yes No 

What challenges are encountered in pursuing these objectives? 

How often does business objective get changed? 

Which areas attract changes often and which does not? 

What factors determines change in objectives? 

H4. There is a relationship between entrepreneur’s business administration 

education and business failure 

Does Owner-manager have any business management 

training? 

Yes No 

If yes, do you think business education help in the success of 

business? 

Yes No 
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If no, do you think business education would have helped in 

the handling of business 

Yes No 

 

H5. There is a relationship between entrepreneur’s level of commitment and 

business failure 

Is the entrepreneur/owner the manager or a non worker – active or dormant owner? 

 

Does entrepreneur(s) has any other job? Yes No 

How many hours do you put in? 

Do you see the need to work extra time? Yes No 

H6. Ineffective communication and marketing strategy contributes to business 

failure 

What are the channels of creating awareness of the business? 

Any public relation opportunities? Yes No 

How does firm maintain its long-term relationship with all stakeholders? 

How does firm communicate its plans, objectives and strategies to the various 

stakeholders? 

What are the firms Strength, Weaknesses, Opportunities and Threats (SWOT) 

analysis? 

 

H7. Small businesses investment in CSR is relevant to sustaining business goals. 
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What is the role of the firm in the community? 

What are the objectives of the firm towards CSR? 

What strategies are in place towards CSR? 

How are the achievements of these objectives assessed? 

What challenges are encountered in pursuing these objectives? 

Does the firm link the CSR objectives to the business 

objectives? 

Yes No 

If yes, what is the response of the community?  

Has CSR influence the relationship of the firm with 

stakeholders – employees, customers, shareholders, and others? 

Yes No 
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 Appendix (B) 

 RESPONSES FROM INTERVIEWEES 

ACS Interview Response 

What is the type of business: sole proprietorship, partnership 

or corporation? 

sole proprietorship 

How many years in operation? 5years 

How many employees or workers? 4 

What is your main start up challenges? 

Access to Capital was the main start-up challenges 

 

What are the objectives of the firm? Towards turnover and other objectives 

The objective of the firm is to be among the best service providers in the field of Training and 

Recruitments, Maintenance Management and Energy Management Consulting. Our turnover 

objective is to hit the millions euro range in 10years  

What are the strategies in achieving these objectives? 

To organize training programs for corporate bodies and institutions, recruiting maintenance 

professionals for companies, offering consultation services to corporate bodies and 

institutions as well as managing the maintenance and energy management contracts.  

How do you assess the achievement of these objectives? 

The future is bright as there are only few companies which offer such services 

What challenges are encountered in pursuing these objectives? 
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For ACS, it is gaining the confidence of our customers, thus signing the first contract 

How often does entrepreneur change these objectives? 

As the need demands. You know the service industry is very dynamic and you need to refine 

your objectives as it becomes necessary to meet the demand 

Which areas attract changes often and which does not? 

Marketing and penetrating strategies 

What factors determines change in objectives? 

Customer satisfaction 

Do you know of any local government regulations/policies for micro businesses like 

yours? 

No 

How have you (entrepreneur) or your business benefited from such regulations? 

No 

Have they affected you and or your business negatively? 

NA (not applicable) 

Do you see a relationship between enterprise performance and 

strategy?  

Yes No 

If yes, to what extent?  

Good strategy will yield good performance therefore enterprise 

performance is directly proportional to its strategy  

  

If no, do you see the need to strategize at all Yes No 
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H1. Dynamism of product and service offerings is vital to sustaining business 

goals 

What is the firm‘s area of operations? 

Recruitment, training and maintenance management 

How has it distinguished its products and services from competitors? 

ACS can train your personnel or give you high calibre professionals to help you achieve 

your objectives, we can help you to re-engineer your factory to ensure good maintenance 

management system and to save on your energy use. We can also give you a complete 

package by taking over your entire maintenance need and manage it with the current best 

practices to ensure reliability of your plant, increase your productivity and save cost on 

maintenance  

What are the objectives of the firm towards products and services? 

Our objective is to provide our customers with the best product and services at very 

affordable price (win-win deals). Quality first before cost, as cheap things turns to be 

expensive at the end 

 

What are the strategies in achieving these objectives? 

The strategy to achieve this is to deliver high quality services with quality materials. We will 

use the strategy of the Life Cycle Cost Analysis (LCCA) to prove to our clients 

How do you assess the achievement of these objectives? 

By the use of customer relationship barometer and feedback on reliability from our clients. 

By the cost savings and reliability of plants 

What challenges are encountered in pursuing these objectives? 
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Most clients turn to look at situation just as it is (short term plan) and not take into 

consideration the life cycle cost which is the long term plan 

How often does entrepreneur change these objectives? 

Not often because we always insist on quality 

Which areas attract changes often and which does not? 

The cost (when the customer does not have much but still wants his plant to function) 

What factors determines change in objectives? 

The cost 

How do you capture opportunities in the market apart from your traditional offerings? 

Through our training and recruitments programs 

H2. Strategic marketing capability is vital to sustaining business goals by its 

positive impact on market creation, customer awareness, recognition, retention, 

and satisfaction 

 

What are the objectives of the firm towards marketing? 

To be the market leader in the area of services and consultancy 

What are the strategies in achieving these objectives? 

One on one marketing, promos, TV, radio, dailies, bronchus as well as training courses 

How do you assess the achievement of these objectives? 

By the number of customers or clients we would have after each strategic move 

What challenges are encountered in pursuing these objectives? 

Customers reactions and needs are not the same 
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How often do you change these objectives? 

As the needs demands 

Which areas attract changes often and which does not? 

The procedure (customization) tailor made services 

What factors determines change in objectives? 

The type of plant and their needs 

Do you measure impact of marketing on sales, customer 

awareness and recognition? 

Yes No 

If yes, how? By the number of calls for enquiries 

 

What is the ratio of your marketing cost to your earnings? 

What other measures have you taken to improve sales? 

Door to door marketing 

Have these measures been worthwhile i.e. towards achieving low cost offering. 

Any noticeable change in sales? Yes No 

How do you retain customers and what long term relationship plan does the firm 

embark on?  

We ensure that our customers needs are met satisfactory (customer satisfaction) 

How does the firm handle unsatisfied customers and what measures are in place to 

ensure customer satisfaction? 

Our customers are always happy because we involve them right from the planning stages to 

the end  

H3. Operating cost effectiveness is related to business performance 
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What are the objectives of the firm with cost effective operation?  

Our objective is to run one of the most cost efficient operations through proper planning 

What are the strategies in achieving these objectives? 

By just in time (JIT) principles 

How do you assess the achievement of these objectives? 

By monitoring the operational cost periodically 

What challenges are encountered in pursuing these objectives? 

The cash flow from the customer end 

How often does entrepreneur change these objectives? 

As the need demands to lower operational cost and maximize profit 

Which areas attract changes often and which does not? 

Purchasing and supply contracts 

What factors determines change in these objectives? 

Price and delivery times 

 

Have you taken any steps to reduce your operating cost Yes No 

If yes, What effect has this had on revenue and performance? 

Direct increase in the total revenue 

H4. There is a relationship between entrepreneur’s business administration 

education and business failure 

Any business management training? Yes No 

If yes, do you think business education help in the success of 

business? 

Yes No 

 

If no, do you think business education would have helped in Yes No 
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the handling of business  

H5. There is a relationship between entrepreneur’s level of commitment and 

business failure 

Is the entrepreneur/owner the manager or a non worker – active or dormant owner? 

The owner is the manager and very active 

Does entrepreneur(s) has any other job? Yes No 

How many hours do you put in?                                                      55 hours per week 

Do you see the need to work extra time? Yes No 

H6. Ineffective communication and marketing strategy contributes to business 

failure 

What are the channels of creating awareness of the business? 

Through the media and personal contacts 

Any public relation opportunities? Yes No 

How does firm maintain its long-term relationship with all stakeholders? 

By information sharing 

How does firm communicate its plans, objectives and strategies to the various 

stakeholders? 

Through meetings 

What are the firms Strength, Weaknesses, Opportunities and Threats (SWOT) 

analysis? 

 

 

 

H7. Small businesses investment in CSR is relevant to sustaining business goals. 

What is the role of the firm in the community? Create awareness about good 
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maintenance culture and to support in community development 

What are the objectives of the firm towards CSR?  

What strategies are in place towards CSR? 

How do you assess the achievement of these objectives? The number of call we receive 

for enquiries 

What challenges are encountered in pursuing these objectives? 

Does the firm link the CSR objectives to the business 

objectives? 

Yes No 

If yes, what is the response of the community? Very positive 

Has CSR influence the relationship of the firm with 

stakeholders – employees, customers, shareholders, and others? 

Yes No 
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AT Interview Response 

What is the type of business: sole proprietorship, partnership 

or corporation? 

Sole Proprietorship  

How many years in operation? 4 years  

How many employees or workers? 2  

What is your main start up challenges?  

Financial and administrative and local language challenges 

What are the objectives of the firm? Towards turnover and other objectives 

Promote African products in Finland. Our objective toward turnover is to be as 

profitable as could be possible.  

What are the strategies in achieving these objectives? 

Conduct our businesses according plan 

How do you assess the achievement of these objectives? 

Against our profit and the customer response to our products and services 

What challenges are encountered in pursuing these objectives? 

Attitude of Finns towards African products. 

How often does entrepreneur change these objectives? As often as may be needed. 

Which areas attract changes often and which does not? 

Mostly the products and pricing were often adjusted to attract customers.   
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What factors determines change in objectives? Customer response 

Do you know of any local government regulations/policies for micro businesses like 

yours? Yes business incubation, start up funding and one year financial support for 

hiring unemployed personnel 

 

How have you (entrepreneur) or your business benefited from such regulations? 

Not benefited due to not qualifying technically   

Have they affected you and or your business negatively? 

Yes, those supports gives a sound beginning and encourages growth 

Do you see a relationship between enterprise performance 

and strategy?  

Yes No 

If yes, to what extent?  Good 

strategies 

helps achieve 

the business 

objectives 

 

If no, do you see the need to strategize at all Yes No 

H1. Dynamism of product and service offerings is vital to sustaining business 

goals 

What is the firm’s area of operations?African product shop 

How has it distinguished its products and services from competitors? 

Offering unique African products 
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What are the objectives of the firm towards products and services? 

The aim is to bring to Finland such products and services which is hitherto not 

available on the Finnish market. To improve and expand as demanded by customers. 

 

What are the strategies in achieving these objectives? Creating awareness, Widen the 

range of products and services 

How do you assess the achievement of these objectives? Through sales and turnover, 

Successful sales of additional products and services 

What challenges are encountered in pursuing these objectives? High cost of bringing 

African products to Finland from Africa to stuff the African shop. 

How often does entrepreneur change these objectives? 

About quarterly depending on demand conditions 

Which areas attract changes often and which does not? The shop with the African 

products  

What factors determines change in objectives? 

The seasons because the African product is dominated by fashion 

How do you capture opportunities in the market apart from your traditional offerings? 

We make use of every possibility to create the awareness and to seek for more contracts 

H2. Strategic marketing capability is vital to sustaining business goals by its 

positive impact on market creation, customer awareness, recognition, retention, 

and satisfaction 

What are the objectives of the firm towards marketing? 

To be successful in creating the awareness as well as to promote sales 
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What are the strategies in achieving these objectives? 

Organize exhibitions, fashion shows, attend bazaars among others 

How do you assess the achievement of these objectives? 

Customer visits to our premise after such events 

What challenges are encountered in pursuing these objectives? 

Finnish language skills, well defined target group 

How often do change these objectives? Quarterly, with the seasonal change 

Which areas attract changes often and which does not? 

 

What factors determines change in objectives? Customer response, availability of 

products 

Do you measure impact of marketing on sales, customer 

awareness and recognition? 

Yes No 

If yes, how? By the increase in customers, sales and contracts 

 

What is the ratio of your marketing cost to your earnings?   

What other measures have you taken to improve sales? 

 

Any noticeable change in sales? Yes No 

How do you retain customers and what long term relationship plan does the firm 

embark on? Offering discounts, flexible payment terms, Additional complementary 

services as well as periodic information update of product and services. 

How does the firm handle unsatisfied customers and what measures are in place to 

ensure customer satisfaction? Apologizing and rectify the problem in question and 

offering compliment product or service. Make necessary corrections to avoid repeated 

situation.  

H3. Operating cost effectiveness is related to business performance 
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What are the objectives of the firm with cost effective operation?  

The aim is to operate at as low as possible cost 

Have you taken any steps to reduce your operating cost Yes No 

If yes, What effect has this had on revenue and performance? 

Profit is realized instead of a loss, performance becomes satisfactory 

What are the strategies in achieving these objectives? Avoiding waste, using the 

cheapest and equally effective means of importing products from Africa as well as 

accessing comparatively cheaper services for day-to-day operations.    

How do you assess the achievement of these objectives? Through our expenditure 

Have these measures been worthwhile i.e. towards achieving 

low cost offering. 

Yes No 

What challenges are encountered in pursuing these objectives? 

Limited available service options to choose from 

How often does entrepreneur change these objectives? 

Depends on contractual binding terms as well as product or service delivery duration. 

Which areas attract changes often and which does not? 

Day-to-day non contractual costs 

What factors determines change in objectives? Cost and reliability 

H4. There is a relationship between entrepreneur’s business administration 

education and business failure 

Any business management training? Yes No 

If yes, do you think business education help in the success of 

business? 

Yes No 

 

If no, do you think business education would have helped in 

the handling of business 

Yes No 
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H5. There is a relationship between entrepreneur’s level of commitment and 

business failure 

Is the entrepreneur/owner the manager or a non worker – active or dormant owner? 

Active manager 

Does entrepreneur(s) has any other job? Yes No 

How many hours do you put in? 30 hours 

Does entrepreneur(s) has any other job? Yes No 

Do you see the need to work extra time? Yes No 

H6. Ineffective communication and marketing strategy contributes to business 

failure 

What are the channels of creating awareness of the business? 

E-mailing, posters, fliers, word of mouth etc 

Any public relation opportunities? Yes No 

How does firm maintain its long-term relationship with all stakeholders? 

Communicating relevant information through e-mailing and word of mouth 

How does firm communicate its plans, objectives and strategies to the various 

stakeholders? Discussing face-to-face and or e-mails 

What are the firms Strength, Weaknesses, Opportunities and Threats (SWOT) analysis? 

Strength of offering unique product and services, weakness is in limited human 

resource and weak local language skills. There are the opportunities that expansion in 

its products and services would improve its performance. There is the threat of this 

lucrative idea being competed away in the near future. 

H7. Small businesses investment in CSR is relevant to sustaining business goals. 

What is the role of the firm in the community? Participating in developmental projects 

and community recreation programmes 

What are the objectives of the firm towards CSR? To help sustain the livelihood of the 
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African handicraft producers. 

What strategies are in place towards CSR? Find market for African products. 

How do you assess the achievement of these objectives? Quite challenging 

What challenges are encountered in pursuing these objectives? Concept of African 

product is new in Finland. 

Does the firm link the CSR objectives to the business 

objectives? 

Yes No 

If yes, what is the response of the community? Yet to assess 

Has CSR influence the relationship of the firm with 

stakeholders – employees, customers, shareholders, and others? 

Yes No 
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ZITC Interview Response 

What is the type of business: sole proprietorship, 

partnership or corporation? 

IT 

Consultancy 

 

How many years in operation? 3 years  

How many employees or workers? 2  

What is your main start up challenges?  

Finance and Corporate Networking 

What are the objectives of the firm? Towards turnover and other objectives. 

To manage and service small businesses IT infrastructures 

What are the strategies in achieving these objectives? 

Advertising, telephone cold calling, faxing and emails 

How do they assess the achievement of these objectives? 

Not so encouraging. 

What challenges are encountered in pursuing these objectives? 

Irish corporate communities are so closed up that the business always goes to the 

indigenes 

How often does entrepreneur change these objectives? 

Not so frequently but as the market dictates 

Which areas attract changes often and which does not? 

Area of the business that is not making money or out of trend 

What factors determines change in objectives? 
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Incoming revenue, customer preferences and trend 

Do you know of any local government regulations/policies for micro businesses like 

yours? 

Yes 

How have you (entrepreneur) or your business benefited from such regulations? 

My business have not, there is always one reason or the other to turn me down 

Have they affected you and or your business negatively? 

Indirectly yes. 

Do you see a relationship between enterprise 

performance and strategy?  

Yes No 

If yes, to what extent?  Large 

extent 

 

If no, do you see the need to strategize at all Yes No 

H1. Dynamism of product and service offerings is vital to sustaining business 

goals 

What is the firm’s area of operations? 

IT Consultancy and Logistic 

How has it distinguished its products and services from competitors? 

By staying professional at all times and attention to details 

What are the objectives of the firm towards products and services? 

Providing the best possible services and High quality product 



 91 

What are the strategies in achieving these objectives? 

By being proactive 

How do you assess the achievement of these objectives? 

It is just starting to bear fruits 

What challenges are encountered in pursuing these objectives? 

Government and community working against you 

How often does entrepreneur change these objectives? 

Not so frequently but as the market dictates 

Which areas attract changes often and which does not? 

Area of the business that is not making money or out of trend 

What factors determines change in objectives? 

Incoming revenue, customer preferences and trend 

How do you capture opportunities in the market apart from your traditional offerings? 

Advertising, telephone cold calling, faxing and emails 

H2. Strategic marketing capability is vital to sustaining business goals by its 

positive impact on market creation, customer awareness, recognition, retention, 

and satisfaction 

What are the objectives of the firm towards marketing? 

To create the awareness of the firm’s expertise and professionalism 

What are the strategies in achieving these objectives? 

Advertising, telephone cold calling, faxing and emails 

How do you assess the achievement of these objectives? 
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Invitation to tender for contracts and recognition from other IT providers  

What challenges are encountered in pursuing these objectives? 

 

How often do you change these objectives? 

 

Which areas attract changes often and which does not? 

 

What factors determines change in objectives? 

 

 

Do you measure impact of marketing on sales, customer 
awareness and recognition? 

Yes No 

If yes, how? 

 

What is the ratio of your marketing cost to your earnings? 1:10 

What other measures have you taken to improve sales? 

Words of mouth 

Have these measures been worthwhile i.e. towards achieving low cost offering. 

Any noticeable change in sales? Yes No 

How do you retain customers and what long term relationship plan does the firm 

embark on?  

By encouraging them to tell us their opinion of us and our services 

How does the firm handle unsatisfied customers and what measures are in place to 

ensure customer satisfaction? 

By reasoning with them and solving the problem bearing in mind that customers are 

always right and one satisfied customer goes a long way 
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H3. Operating cost effectiveness is related to business performance 

 

What are the objectives of the firm with cost effective operation?  

By sourcing for high quality and not so expensive products 

What are the strategies in achieving these objectives? 

By sourcing for products outside our immediate environment 

How do they assess the achievement of these objectives? 

Very encouraging 

What challenges are encountered in pursuing these objectives? 

Government taxes and levies 

How often does entrepreneur change these objectives? 

As market dictates 

Which areas attract changes often and which does not? 

Products that are not selling 

What factors determines change in objectives? 

Revenue 

Have you taken any steps to reduce your operating cost Yes No 

If yes, What effect has this had on revenue and performance? 

Good and very good 

H4. There is a relationship between entrepreneur’s business administration 

education and business failure 

Any business management training? Yes No 

If yes, do you think business education help in the success 

of business? 

Yes No 
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If no, do you think business education would have helped 

in the handling of business 

Yes No 

 

H5. There is a relationship between entrepreneur’s level of commitment and 

business failure 

Is the entrepreneur/owner the manager or a non worker – active or dormant owner? 

Owner and manager 

Does entrepreneur(s) has any other job? Yes No 

How many hours do you put in?    75 hours per week 

Does entrepreneur(s) has any other job? Yes No 

Do you see the need to work extra time? Yes No 

H6. Ineffective communication and marketing strategy contributes to business 

failure 

What are the channels of creating awareness of the business? 

Advertising, telephone cold calling, faxing and emails 

Any public relation opportunities? Yes No 

How does firm maintain its long-term relationship with all stakeholders? 

By  being honest and transparent in all dealings 

How does firm communicate its plans, objectives and strategies to the various 

stakeholders? 

By emails and telephone calls 

What are the firms Strength, Weaknesses, Opportunities and Threats (SWOT) 

analysis? 

High level of skills 

None Irish national 
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Proactive 

Government policies 

H7. Small businesses investment in CSR is relevant to sustaining business goals. 

What is the role of the firm in the community? Service the community‘s needs 

What are the objectives of the firm towards CSR? 

What strategies are in place towards CSR? 

How do they assess the achievement of these objectives? 

What challenges are encountered in pursuing these objectives? 

Does the firm link the CSR objectives to the business 

objectives? 

Yes No 

If yes, what is the response of the community?  

Has CSR influence the relationship of the firm with 

stakeholders – employees, customers, shareholders, and 

others? 

Yes No 
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ITSS Interview Response 

 

What is the type of business: sole proprietorship, 

partnership or corporation? 

Sole Proprietorship  

How many years in operation? 1  

How many employees or workers? 3  

What is your main start up challenges?  

Securing funds, Soliciting Customers, Marketing, and Organizational Management 

What are the objectives of the firm? Towards turnover and other objectives. To 

break even in the first year and in the second year achieving a turnover of €60k/year 

What are the strategies in achieving these objectives? Advertising, improving on my 

service, engaging in local community programs, soliciting for new ventures through 

customer’s demand.  

How do you assess the achievement of these objectives?  

There is a proper advert in place, signboards, fliers are sent out on a daily basis to 

the local community, and we are adding new trades to our services 

What challenges are encountered in pursuing these objectives? 

Securing funds to meet these objectives is the major challenge. 

How often does entrepreneur change these objectives? As soon as objectives are 

not met it is bound to change giving room for a new innovation. 

Which areas attract changes often and which does not? 

Areas that is not profitable and objective that is difficult to meet change often. 

What factors determines change in objectives? Inability to meet the objectives, when 
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objectives seem not possible, funds to meet the plan, market changes in the global 

economy. 

Do you know of any local government regulations/policies for micro businesses like 

yours? Yes e.g. free business plan and accounting services for a year. 

How have you (entrepreneur) or your business benefited from such regulations? 

Moral support, planning the new business feasibility studies and accounting 

balances 

Have they affected you and or your business negatively 

No 

Do you see a relationship between enterprise 

performance and strategy?  

Yes No 

If yes, to what extent?  Maximises 

performance 

 

If no, do they see the need to strategize at all Yes No 

H1. Dynamism of product and service offerings is vital to sustaining business 

goals 

What is the firm’s area of operations? Information technology and services 

How has it distinguished its products and services from competitors? 

Not only do we offer IT services, we offer social services e.g. telephony services, 

free basic domain registration, and web design. 

What are the objectives of the firm towards products and services?  

To satisfy our clients especially the community in the greater Dublin area. 

What are the strategies in achieving these objectives? 
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Giving a dynamic service and making sure our client get it when they want it at 

affordable cost. 

How do you assess the achievement of these objectives? 

From customer responses, comments, and suggestion box drop-ins 

What challenges are encountered in pursuing these objectives? Getting our products 

cheaper from suppliers, meeting our opening and closing times, financial instability. 

How often does entrepreneur change these objectives? Not often 

Which areas attract changes often and which does not? Pricing attract changes 

What factors determines change in objectives? 

Competitors and low turnover 

How do you capture opportunities in the market apart from your traditional offerings? 

Due to customer demands, I try to link up other suppliers of services I do not offer 

H2. Strategic marketing capability is vital to sustaining business goals by its 

positive impact on market creation, customer awareness, recognition, retention, 

and satisfaction 

What are the objectives of the firm towards marketing? To compete with other 

suppliers of IT services and making sure we reach our customers at affordable rate 

What are the strategies in achieving these objectives? 

Our products are secured cheaper from wholesalers. 

How do you assess the achievement of these objectives? 

Increase customer flow 

What challenges are encountered in pursuing these objectives? 

Getting our goods cheaper from our suppliers 

How often do you change these objectives? Not often 
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Which areas attract changes often and which does not? Pricing attracts more changes 

What factors determines change in objectives? When customers are not pleased with 

our service. 

Do you measure impact of marketing on sales, customer 

awareness and recognition? 

Yes No 

If yes, how? Improved turnover 

 

What is the ratio of your marketing cost to your earnings? 10% of earnings 

What other measures have you taken to improve sales? 

Making sure customer gets access to free services 

Have these measures been worthwhile i.e. towards achieving low cost offering. 

Any noticeable change in sales? Yes No 

How do you retain customers and what long term relationship plan does the firm 

embark on? We liaise to make sure they get services according to what they can buy. 

How does the firm handle unsatisfied customers and what measures are in place to 

ensure customer satisfaction? Customers are dealt with one-on-one until their 

demands are met. 

H3. Operating cost effectiveness is related to business performance 

 

What are the objectives of the firm with cost effective operation?  

We offer low cost services. 

What are the strategies in achieving these objectives? We negotiate with our suppliers 

How do you assess the achievement of these objectives? Profit margin in relation to 

my expenses. 

What challenges are encountered in pursuing these objectives?  

Accounting and pricing challenges. 
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How often does entrepreneur change these objectives? Not often 

Which areas attract changes often and which does not? Pricing and suppliers 

What factors determines change in objectives? Customer pricing and suppliers 

ineffectiveness 

Have you taken any steps to reduce your operating cost Yes No 

If yes, What effect has this had on revenue and performance? Improved. 

H4. There is a relationship between entrepreneur’s business administration 

education and business failure 

Any business management training? Yes No 

If yes, do you think business education help in the 

success of business? 

Yes No 

 

If no, do you think business education would have helped 

in the handling of business 

Yes No 

 

H5. There is a relationship between entrepreneur’s level of commitment and 

business failure 

Is the entrepreneur/owner the manager or a non worker – active or dormant owner? 

Owner and manager 

Does entrepreneur(s) has any other job? Yes No 

How many hours do you put in?    10 hours a day 

Does entrepreneur(s) has any other job? Yes No 

Do you see the need to work extra time? Yes No 

H6. Ineffective communication and marketing strategy contributes to business 

failure 

What are the channels of creating awareness of the business? 
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By advertising in local newspapers, fliers, billboards etc. 

Any public relation opportunities? Yes No 

How does firm maintain its long-term relationship with all stakeholders? 

By meeting up from time to time. 

How does firm communicate its plans, objectives and strategies to the various 

stakeholders? We have drop boxes; we reach out on one-one basis, and advertise as 

much as we can. 

What are the firms Strength, Weaknesses, Opportunities and Threats (SWOT) 

analysis? We have well qualified IT staffs, we intend to open 15 hours a day including 

Sundays, and fund is a major barrier, competition from other providers and security. 

H7. Small businesses investment in CSR is relevant to sustaining business goals. 

What is the role of the firm in the community? Providing IT and Social services 

What are the objectives of the firm towards CSR? To be a partner in the community 

What strategies are in place towards CSR? Attending local meetings and offering free 

computer trainings to the locals. 

How do you assess the achievement of these objectives? From recognition 

What challenges are encountered in pursuing these objectives? Cost implication 

Does the firm link the CSR objectives to the business 

objectives? 

Yes No 

If yes, what is the response of the community? Very cordial and well accepted 

Has CSR influence the relationship of the firm with 

stakeholders – employees, customers, shareholders, and 

others? 

Yes No 

  

 


