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Guidelines for Developing
International Marketing Strategies

YORAM WIND

SUSAN P. DOUGLAS

and

HOWARD V. PERLMUTTER

The formulation of internaticnal marketing
stralegies it requiring more sophisticated
management approaches due Lo the
increasing Importance of intarnatianal

NE of the motl striking trends in busincss

has been the growing internationalization of
business operations,! An incTeasing nlunber of
companies are operaling on o global or regional
ratlwr than a national scale. Thus, ney parame-
lers are added o mrpagement decisions calling
lar a rethinking of urganizational sirategics and
plarning procedurss, Marketing is no exceplion
b This role Intormational markoting mapagers
are asking themszelves how rhey shoutd cope with
the new scope of operatioms, and whether they
can Apply domestic strategies [0 inlernationsl
markeis.

Sunte guidelines to these and other issues may be
provided by the modified EP.RAG. schemat This
framewark ideniifies four types of attitudes or
arisntations toward [nternationalization dhat are

neiated with ive stages 1 the syolution

business operations. The authars
1he relovance of the EP.R.G, framework
{ethnocenkrism, polycentrism, regic-
centrim, geocantrism) as a guideline for
international markeling strategies,

+ ABCIT THE ALTHORS.

‘foram Wind i associabe professor sl markelng and
Fotmward V. Perlmutter s prefosser of mulimational en-
terpriza In fma Wharton Sehool, Unwersity of Preon-
swlvania. Philadclihis.

Susan P, Couglas is lesiurer in marketlg at the Exele
des Haules Eluces Cornrrersiales, Irstiul Superieur
des Atlares, Jouy-en-las, France.

Tourda! ol kamaning, vol, 37 (Anr, 18T3), pa. 1823,

af international operations—ethnocentrism Chome
country arentation}, polycentrism (host country
orieniation), regiocentrickim (a regiopal oricnia
tivn), pnd geocenirism (2 world orientation}.
These attitogdes ave sssumed 10 reflect the goals
and philosophies of the company with respect 0
international aperations and ko fead to different
management strategies and planning procedures
with regard o international operations.

Tn the ethnocentric phasc, top management
yirws demnestic technigques and personnel as sw
perict fo foreign and as the meat cifective in
overscas markets. As the coipany beging (o recog:
niee. e lmpertanve of inherent diffcrences in
overseas tarkets, 8 poivertiric ttitude emerges.
The prevalent philosophy oo this stage is that
local persannel aod technigques are best suited to
jleal with loca]l market conditiens, This freguent-
Ty pives rise to problems of teordirarion aad con-
trod, resulting in the adoption of a regiocentric
position. Regiocentriszn recognizes rogional com-

1. Su, fur viampte, Bavid 5, Leightan, "The Inlomaliza.
Li #F Amezican Business—The Thicd Indusirial Revolu-
Fiam, ' JokdaL OF krsgsrTing, Vol 34 ¢huly, 1970}, po. 36,

2. Howard V. Perlmuites, “The Tortuoua Evofution of
1he Multinationul Corporation,” Colwribia  Josredl  of
Wprk] gnsmess, Yol IV, [(JanwsreFebruary, 10600 pp. 418
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monalithes and leads to the desipn of regional
sirategles, Al the extreme, (his orientation may
lead (o groventrissm which is charactesized by the
attitude of “the Best man for fho job™ rrespective
of natlenal origin.

The implications af thigs schema for the fune.
{ional areas of prodaction, inaace, and manpower
have alrcady keen cxamined.? This article explores
the wse of the E.PR.G. framework a5 & guideling
for platnlng and developing international market-
iug strategies. In particular, it f2 eoncerned with
(1} cxamining 1he implications of each orisnta
fiwh in term: of marketing stratepies, and (2}
assessing (he condilions undey which international
marketers are likely 0 adopt these ocientationz
and askociated strategies.

Twao exploratory Studies were undertaken to
investlgate these issues. The Drst enalyzed the
perceptiont of Intermational executives in a large
multinational firm towsr alternative marketing
straterise hypothesized o be associated with
dilferent international orientations. The second,
aged on interviewe with senior macketing execr
tivas in 10 U8, companies, examined (heir evalu-
ations of the nppropristencss of the di ine
tepnational crigntations and implied strategies 10
gpecific mansgement objectives and individual
company slivations. While both of theze studkes
were explaratory in character and based on very
small sample slzes, they nonetheless provide some
general indications concerning the relevancy af
the E.F.EG. Framework in providing guidclines
{or marketing sirategies.

The EP.RG. Framewark and Marketing Dreition

A key assumption underlying the EP.R.G.
frameworl is that the degree of internationali-
zatlen 1o which management is commitied [or
willing Lo move foward} affects the specific inter
national siraicgics and Jecision rules of the frm
Rased on this essumgtlon and the nature of the
£ PRG. ofentationy, hypotheticel profles of
typical marketing stratepios assuciated with each
vrientatlon may be inlecred.

Ethnocentric Crisrtskion
In the ethroceniric compIny, OvErseas apera-

utiliging palicics and procedurcs  identical o
those crployed in the damestic market, Overseas
markeling = most conmnanly administered by an
exporct department or intechational divisien, and
the mavkeling personnel 13 semposed primarily
of home country natiunals.

Mo systematic research ls conducted sverdeas,
and no major modifications are made o prodacts
sold in overseas markers. Priees are calowladed
on the same basis as in the home market, wlih
the addifion of overscas dlstribution costs. Fro-
mation and disiribution strategies are simifar, 1@
{he extent possible, o that employed o the home
country. The sales fotee is trained and hired in
the home country, T aperates from o home couns
try base, and there is likaly 1o be strong reliance
on cxport agents.

Palycentric Chigntation

In the potycentric stage, subsidierics are estab-
lished in vvkseas markets, Each subsidiary op-
erates independently of th others and cstablishes
its own markeling abjectives and plans. Market
ing activilies are grganized on & couniryby-coun-
ury besis, and marketing rescarch 38 conducted
inclependenily in cach country. Separate product
lines are develgped in edch country, and home
coun iy products are medified o meet local peeds.
Eachh subsidiery esteblishes its own pricing and
promotion palicy, The sales force in each country
is composed of [ocsl nationals, and the channels
of distribution are those tmwlitionally used in
cach country-

Regiseantric and Geocentric Origntations

In the regiocentric and goocentric phases the
company views the region or ihe entire world as
a potenilal macket, ignoting natisnal oundaries.
The frm develops policies and organizes activities
on a regional or warldwide bosis. Marketing per-
sannel inclade people from the rogion or fram
any country of the warld. Slandardized product
lines [or vegional or worldwide tnarkots are de-
valoped, and pricing is established on a stmitar
basis. Promotional palicy is developed regionally
or worldwide 10 project a uniform image of the
company and 15 products, Regional or glebal
h, Is of distribution are alse developed,

tions are viewad a5 dary to di ic operas
tions amd primerily as a means to dispose of
“aprplus” domestic production.  Plans fur dver
sens markots are developed in the home offics,

1. Howard ¥. Perlmutier, Fuastioem! Sradhes Uiing Jke
EFRG, Coteporlzation: Fypes of Heodquarters Drieaia.
riour Taweras Subsidfaries it or frtermalional Enreeprese,
Technlcal Memo BR_ 3:2, Davision Joc Resedrch and T
velopment of Wealdwide Institutions, Wharton Sclonl
University of Pennsylvinty; and David Heenen, “The
EPRG. o ihe b Devel Turi-

Empitical Support for EPR.G.

An cxploraiory siudy was recently conducted
ta provide some initlal insight into the validity
af this framewoekd The pereeptlons ond prefec
ences of international executives wward the cur
reat and fulure spproprialeness of each of 1hese
alternative orientations and associated stralegies
ware assessed. The sample cansisted of 40 key

tion,” Working Faper 1972, Whacton Sehacl, University of
Pennsylvania, Philadelphia.

4. The study was designed by Howard Perlmuteer aod
1he dana collected by David Hecnon.
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REGIOCENTRIC
& MARKET SEG.
& M. CONTAOL
MAHKET
# MEASUREMENT
FRODUCT
» MiX ETHMQCENTAIC
-y
® SALES AOM.| ® PRODUCT DEV.
# MARKET RESEARCH & PRODUCT DESIGN # FRODUCT
QUALITY
» PRICE PAGMOTION
/ 54LES
- BRAND
» NAME
DIST. ®
& CUSTOMER ADV.
POLYGENTRIC SERVICE
GEUCENTRIC

Ficues 1. A joint space configuration of 15 International marketing decisions and Internalional otientalions:
prasent silwalions,

international executives of one large US. firm
whose product line is composed of frequently
purchased household itemns.

Each respondend was presentod with ooset of
4 alternative stratcgies fone [or each orientalion)
for earh of 15 marketing decision aress. Foi et
ample, for the hrand name decision {nTicntatisn
in parenthesis], the sct was as Follows:

Rranding pelicy in pverseas companies stresses

the parent country as a unifying feature but ot

necessarily the origin of the parent counery

{athnocentric).

Each local compeny Brands pradutts ot an in-

dependent basis and consistent with local coun-

try crltaria (polycentric).

Overscas companies brand products uniformiy

within a region {regiccentrich

A werldwide branding policy exists only for

thase brands which are acceptable worldwide

{geacentric).

Respondents were then asked te select the
statcment that Dest described (] the fvm's cur
rant intcrnational marketing policy, and (2} the
miosd appropriate future sirategy for 1he frm ie.,
the "ideal” straiegy). The Frequency distribution
of Tespanses for the current and desired situalion
are shown in Tables | and 2. These 1ables sug-
gest hal (ke polycentric orientation is the domi-
Hant current approach acress all fifteen marketing
decisions. Use of (he polycentrie approach is par-
tcularly prancunced in the case of price, cos-
tomer servles, markes research, and channcls of
disnnibution, add least marked in the case of
hrand name and product quality. In both Lhese de-
cisian atcas ethnorentre approachys were used by
ane-lifth and egocentric approaches by one-third
of the sample. When considecing the desired ap-
proach, hawever, & substantial shif in preference
accmrs from the palyeentric approach 1o a regio-
cenlric and gooventric approach. For seven out
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Tamn 1
N TMTERNATIONAL ORICNTATIONS A5 TIRST TRRSCRIITDRS
AT MARKETING ACTIITINS. {Row Porcentege)

Decisian Arcn.s Eihnncmlr:c Palycemiric Repiacentric l?rouc.e-n-l nc_
Market

Measurement '

& Foreeasiing ] T2 i 2
Mnrket Sepmeotation L] 53 ] 5
Market Reseanch 7 8 1 5
Product Development L 13 14 %
Prowuct Design 21 &1 4 1a
Froduct Queality 16 44 3 n
Custeaner Servlee 12 B 1 ]
Product Mix " 62 L 4
Brand Name ) 43 L] k|
Price q Bd ] 3
Sales Proowetlon 3 2 1 14
Advertising n &7 0 22
Channels pf

Disiribuikon [3 7 1 15
Sales Administration 13 B3 1] 14
Meavketing Control 10 B| 4 1

Cumulmive Profite 13 L3 9 I r

Tamtr 2

ENT TRTEMNATAONAL DREENTATIONS A& BEST DESeR Faows

TRECUERCY OF SELECTING D
NATIINAL Mannrrms STRATESY [Rnw Porcanitageh

o THE Dk T

1] om Arens F.lhnawn trie I‘u'lyl:cn tric Rq;ioccnlrlc Geocenirle

Market

Meosurenen

& Forecasting 2 3] 16 13
Morkat Segimentalion 12 u 13 13
Markat Research 1 € 16 18
Proguct Development k] a5 14 k|
Prowluct Design 5 40 0 15
Prodect Quality & 15 9 51
Customer Serviee 4 60 bl 2
Proluet Mix 1 57 1] H
Brang Name T L] 13 a3
Pricc L] & 12 i |
Sales Promwtion 5 45 T H
Advertistng 3 4 L3 45
Chanmels of

Distribution 1 k] 19 qt
Sales Administradion L 3 15 4
Marketing Control 4§ k1] 25 36

Cumulative Profile 4 4 14 a5
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& M. CONTROL
» MARKET 5E6.
k1 HNOCENTAIC
# DnsF. -
* SALER AOM. PRODUCT g MapKET RESEARCH
- - HEMENT
PROG. DUALITY # GRAND NAME  PRDD. MARKET KEASAH EMEN
OEV.
* = PRAD DFSIGH . » PRICE
CLISTOMEH
SERYICE
AQV. & = FROMOTION
SALES
GEUCENTRIG
PULYCENTRIC

Trouee 3. A joint spaee configuration of 15 inwrnations] ancketing decisiong and 4 intsrnational orentations;
desiced situalions.

of tha ffleen docisinn arcas, procemisism s viewed
as the ideal by 1he majoricy,

The excruimes' responses were then subjecied
1o a mubldimensional scaling araolysis, using the
TORSCA and PREFMAP programs o cxamine
further lhe intercclationship Belween the varisus
marketing decisions and their associated interma.
lional aricntations, The resuits of the two dl-
mensional joinl space configuration (ihe pumber
of dimensions required in thiz case [0 represcot
e originnl dura) are shown in Figeres | and 22

The results of this anelysis suggest that (1}
cach orienfation dacs appear 10 e perceived a$
b dislinct aricntativn: on both maps cach wrien

5, ¢ respondenta apptednled dara which resuled g
15 x 4 malvia wiis convested to @ |5 & 15 decislen simllar.
ily matriz  Thls cmateix served ae the gl e The
TuRS["n multiditnensioral scaling pregrarn. The oulpac
pliase was rhen submitted Logether with he ag-
gus:.llLd clernnlinnal eriedation vactors (1540 for the
werual need |5l Toc e deared dara) so the Carrol.Chang
PREFMAF pragram. Tlkse feel ather mollidimensianal
zcaling provedutes #ie missossed in Paol E. Green and
r:.-nl 3 Lalmm Mpltilirensiorat Scaling and Related
in AMarkering Awalysiz, (Boste: Allpn &

annn IQTDJ

tation—veotor—is  clearly  separated from  the
others; (2} as in the simple freguency analysis,
considerable differences seem to exist botween
the presenl and desired approach {ur this com-
pany; amd (2} the ype of orientation considered
approplate for both the current and desired op-
erations of the hirm differs depending on the spe-
cific decision area.

These findings and the specific position of each
decision relative 10 the four crientatlons should
bu viewel, however, only as tendative and illus-
waive, The piloe siudy sufered Erom several ser
vare limitations including a small sample si2e, -
complete data, and pogsible bias toward geoten-
sm (which swems from its infuilively greater
appeal). In addition, na cross validation was
undertaken, Monetheless, the study dues provide
some initial suppor? to the hypotheses: (1) The
EPRG. tramewark is relevenr fur deseribing
beth curretlt and desired tmternatlonal marketing
decisions: (1) distincl infernational otientaliond
[EPRG) are presently employed in interna
tional marketing operations; snd {3} diferent
international wrientatiens are appropriale Tor
functionally differant markeling decisions.
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EPFR.S. Oricndabions and Drgqonizations
Charactaristics

Once the refevance of the EPRG, Iramowork
is accepled a5 a guldeting for developing lnteroa-
tional merkcling sivategles, it should be deter
mind (1) which oricotation should be atopled,
and {I] mmder what circumstances should each
vricntation be emploved.

A second exploratory stuly was ondertaken .
cxaming the condlilons under which dilecent
E.F.R.G. markeling stralegies are appropriete, The
study was based on unscructived indleplh inter
views with senior inbermational markcting execu-
tives from Ml LS corporations, The onpociamne
of their overseas operations varied from over bwo
thirds ot the company's sales 0 only a small val-
wie of export busincss.

Respundents were asked ta describe their come-
pany's curtenl stracegics, the rationale underlylong
these strategies, their planoed siralegies, and
their opinions eoncerning aliernative EF.R.G.
stratcgics. The reswlcs of these imlcrviews were
wantent analyzed and calcgarized under the vari-

e

Ethnacentric Pasitian
The resulrs of those intervicws suggest that v

ethnocentric position appears most appropriate
when the absotute or relative volume of overseas
sules is imsignificnt. In hese silsations product
miodlaficaneons nre generally viewed 15 uneconomic,
As one cxecurive siatcs, “We simply can't afferd
Lo pruduce diferent products for Foreign buyers,”
thai is, the cosl of conducting exlengive overséas
research ot of tabloring marketing policies ue spe-
vific interhalional customer requirements may
et be justifed by the low anticipated revenue.
Hence, in these circumslances i miy be mast
appropriate o sxparl 0 counsries with similar
characterlsiles lo thuse of the hame ¢ouncey,

A similar approach was taken by an excoulive
af a large consumer goods COmMpany CoORCCIRING
the development of marketing strategics (e the
imroduction of an estahlished produc] inte new
markers. Hoe poiged out tha) sme cascs the
size nf the emital market was 5o small that
it was not worthe the research effort or time (o
determine the most effective strategy, Similardy,
separate advertising appeals and messages were
wnly develaped for an individual market if zales
in that market were sulfiiently Large 10 support
the additional cost involved. (Mhenwise sppeals
and aheines developed in other sountries were
usgd. TL was presumed that if these had been
euccessful i another macket, thete was a sirong
possibilily thot they might else be effective in
the new market,

The major advaniage of the elhnocentric ap-
proach is tha'! it endails minimal risk amd com-

I Markeking Shratagisg 14

mitinent to overacas markers. No katernatlonal
investment is required, and no additionsl sclling
osts are incurred with the possible cxception of
higher disirlbulion osts, On the other hand, tack
ol reseanch concertiing overseas mackets and ine
sufficient atiention io their spacific needs suggests
Lhe possibility aof lost opporiwnitics £or the frm.

The sihnocentric position may be appropriate
for o small company just cntering internatiomal
npecations or for companies with mimimal inter-
national commilment. On the other hand, it may
nat he the most desivable approach for com-
panics intetested in oxpanding their intermational
unerations. Execilives in several of ihe large
companies interviewed indicated that their com-
pany initially had an cthnacentric orientathon
toward intornational oporations. However, the
nced to adept to differences in national markets
in arder to cxpand sales gencrally led ro the es-
tablishimen| of separte marketinvg ovganizations
i cach country or region. In many cases, the
cthnocentric position zppears o result in lack
of attention to the needs and interests of inler
national costomers, ie. 8 mimimal degres of
markeding crientetion. Only in a few inslances,
notably in small compaaies, b an ethnocentric
attituie assoclated with systematic scleclion of
larger custonners with similar needs and intérests
1o thase of domestic customers.

Polyeantric Orientation

Comsisient with the findings of the first pilol
study, most cxecutives interviewed tended to re-
zard the polycentric position as cuerently the
most desitable one. Marker conditions in various
countries were thought Lo difer significantly, and
adaptation bt these difercnces was considered
cul in the development of marketing
s, This was thaught ta be most cfectively
ished throogh autenameous marketing or-
ganizations in ewch country developing and ad-
ministering the counuy's marketing strotegies,

Beveral execurives Felt that local naviomals had
a hetier understanding and awarghess of national
markel conditions Jan bome ofice personnel.
Cne head office exccutive zaid, “T don't presume
1o 12l the Germans how 0 scll Lo the German.”
Anather executive considered chat at dhe current
stoge n the company's evolition, knowledpe of
the country and local market conditions was critk
cal. This generutly entailed national marketing
organizations mun by nationals of the coontey.
Another executive suggested that the polycentric
organizalion was the mosi efective means of
madivating management. 1F the markeling mana.
ger in each cownlry is rezponsible For policy de-
cisions and for profits in his area, he wag viewed
as wost likely to be mativated te promote con-
pany interests and to develop market patential.
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Several problems regarding coordinatisn and
control of marketing activities were felt ta result
from palycentrism. First, the autonomy of na-
lienal marketing organizations tends to resule in
a failure 10 coordinate marketing policios through-
out the world. For example, considerable dupil-
cation often aoeurred with regard o the develap-
ment af advertising appeals. Furthcrmote, it ¢an
alen Iead to competltion between we national
markeling orpanizations ov sales in a thitd coun.
iry. In one cas, ideas developed by one national
marketing organization had been adopted by 2
competitor and usedl apainst o subsidiary In an-
other connery.

Sevarsl executives (el that some of the prob-
lemas asspciatcd with polycontrism mighe be re-
duced by centralizing and coordinating strategy
development in the home office. For cxample,
major advertising sirategy themes could be de-
veloped in the hesd office and circulated to sub.
sidiaties. Managurs in subsidiaries werc olien
convinced, however, that a signifecant difference
existed hctween their customer interesls end
peede and customers in other countries, Thus,
they tended to reject standardized strategy as un-
suited ta thelr particular coundry.  Similarly,
unique legal restrictions and barriers, differences
in national distribution systems, amd ather en-
viconmenial conditions in their country or area
lcd managers o emphasize these idiosyncratis
characteristics and to develop unique marketing
policies and strategies. This may b an appropri-
ate appeoach if in fact diffarences beiween coun-
wrigs are greater than within counteies, The growth
of cross.cultural communication and emergence
of similar subculucal groupings across counfrics
&g, the tecnager's subculture} supgest, however,
that the polycentele orientation may nat be the
most desitable approach in the futlre.

Regiocentric and Gevcandric Ciientalions

Some significant advantages were thought ta he
inherent in the regiocentric and geocentrle posi-
rions. Yince these oriemtalions imply the idendi-
fication of regional or globel markest segmedts
crosslng national boundarics as well as the de-
vetopment of standard pollcies throughout 2
given segment, they may provide improverd co-
ardination and contrel. Geocentrism was viewed
as entailing high costs in collecting infarmation
and administering policies on a worldwide basis.
In this respeet, the regioceniric appcal was gen-
evally viewed as mare economlical 2nd manage-
able. Tn both coses, however, pational enviton-
mental constegints may restrict muliinstional
aperations and make the approach infeasible, For
example, national differences in laws and curren-
cies may scverely hinder any praciical implemen-
ration af this “world market” perspective.

The impact of these national envlronmental dit-
fercncus ig considered in most cases to by more
critical with respect to marketing aclivities than
for praduction and fnance activities® Thus the
geacemirie position may Be more advantageous
lor praductlot and rescarch devclopneat Ihan for
marketing. In fact, several pxecutives sugpested
that geocentrisem was infeasible due to the carlier
mentioned  autiticles of the logal subsidlaries.
Since some subsidiaries were convinced that difs
fevent marketing pulicies were required for cach
country, movement foward global or even a re
pional policy development was virtually Umpos-
sible.

Another executive suggestad that the problem
of implementing global and regional steatcgies
was primatily ene of information, timitg, and
relative warket size. Once suifleient information
and understanding of national market conditicas
wis obtained, (arget sepments could be ideot fed
un @ feglunal or worldwide basis culling across
natioral boundacics. Them a regional or even
alobal marketing strategies could be developed
and aimcd at selected tarpet segments.

In brigf, the destrability of the particular in-
ternational oricntation—E, P, R, or G—=secms 0
depend on several Factors: the size of the firm,
experience in a glven arket, the size of the
potentlal maclel, and the iype of product snd
its eultural dependency.

Size of Firw: For a small frm, 1he most desir-
ablc approach is likely to be that agsaciated with
ethnocentrlsm—FfoCus g on overseas cUslomers
who lkave necds and interests similar Lo domestic
custerners, Larger firms, on the piher hand, ace
more likely o have adequale respurces 0 imves
tigate overseas matkets and to find it ¢conomical
ta adopt a poly-, regit., or geacentric appraach.

Exverience In Overseas Markeis: For firms just
entering averseas markets, an cthoocentric ap:
proach entails miolmum risk, though further de-
velgpment or inyolvement in international mar-
kets will require movement €o the polyceniric or
geacentric pasition. Sirnalarly, adoption of geo-
centrie sirategies tequires copsiderable knowl-
edpe and exporicnce in various different national
murkars,

The Size and Degree of Heteragenedty of the
Posential Market: Where the patential market is
amall Telative 1o the domestic market, the desigh
of scparate strategies may be vneconemical. As
overneas sales prow, scpmantation on a country-
by-ceuntry basls becomes feasible. As sales of

£, A sitaifar peint of wiew is ofven raken by acadymi-
clans, See, for camiply, Mitiara H. Pryor, "Planning in
Warld Wade Buniness,'” Harvard Braulness Rewlgw, Yol &
¢ 0anu 1ry-February, 12681; and Robeet [ Buzzell, “Can You
Standaradize Multinational Markeing?' Harvard Business
Review, Vol 3 [November-Decembr, 1460).
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nalional segmenls increase, further segmentation
within cach counlry may tuke place, and policles
aimed at similay segments within dillerent conn-
trios may be covrdinaled on o vegional or world-
wide basis,

The Nature of the Produect: Products embaedded
in the life siyle or cultural palicrns of consumers
may be loss suseeplible w the development of
global pollcies. For oxample, personal gragming
producds and food may bave to be modificd ke
shit differences in taste. Although the basic ap
peal is io the seme needs, o diferent presentntion
of these appeals may be requived, For industrial
products, on the olher hand, there may be no
ditference in customer interests oc response,

The mosi oppropriole EPR.G. positlon will,
{herefore, depend on the individual company, its
objectlves, amd the specific market siluation,
While seme cheewtives Jeel that the polycentric
Iype of orgamizatiun isx corremily the most ap
propriate, the problems assuckated with this type
of organization are being recopnized. In some
cases thls results in inferest in movlng loward
reglocenirlsm or geacentcism i regard to ceratn
types of marketing declsions, In peeral, how
ever, natiosal ond culivral ditfforences are con-
siered to be too great o permil substantial
meverient toward these positions at least in the
hear fullre.

Any intethatlonal orientalion may thus be se
leeted and used to provide guidelines for de
veloping marketing sirategies, dependlng on the
orgonizalion's desived «degrec of international
involvament.

The EFPR.G. Framawark and
Marketing Orientakion

Wheresas the EPRG. framewmk supgests ap-
propriate strategios yelulive 1o Lhe desired degiree
of lnternatlomal involviement, it dees not take into
vonsideration how these strategics ave developed.
Assuming that the marheting coneep is equally
relevant for domestic and international opoera-
tlons, a company should be concerned wat onoly
with the degree of internationalization, but adse
the degree of matcketing orlentation. Tn other
wards, the snalysis of consumer inlerests snil
the indercats and objoctives of channel members
should provide the basls for developlug interna-
tenal markeilng policles.

The relationship between (he degree of imer
natienal orentultion wnd rackeling vrieniation
were examined based on the dasa from the scoand
pilot study, This analysls stupgesis thal with 1he
possible exception of ethnocentrism, the exient to
which a marketing-oelented approaci is adopied
dugs not depend un the level of indernational in-
volvement; i.c., a polycentric, regioceniric, o geo-

cenlric firm can employ o high or low degree af
marketing orientation. Furthermore, the degres
of markeling sophisticatlon of & demestic firm
dues pot imply that ts International markering
aperationy (whether ethnocentrle, palyeentric, re-
giocentric, or geocenmtric] will alse b highly
sophisticated.

Adlopllon of an ethmocentric approach gensrally
implies (fatl customer beliavior and imderests in
overseas mmarkcts are nol invesiigated. Conse.
quendly, this arientation is generaily associated
with a love degree of markeling srlentation. Seime
exeoplions may aceur, however, An example is the
small thin which delibervalely focuses its efforis
on similar costemers in domestic and overscas
waakels, Apart from such cases, piven the heteror

cily of demand In oversess mackets, any in-
vustigation of overseas markels seems likely tw
vesult in o mevemend gway from this pasithon,

Whereas polycontrism appears compatlble with
a high degree of marketing orientation, the extenl
1o which markeling strategies ore based on cus-
tomet Interests and characleristles may depend
on ibe individual subsidiary and its marketing
sophistication. For example, one subsidiary may
have a high degree of marketing orienlation
whereas anolher's marketing arientation may be
rninimal. Similarly, & country-by-country segmen.
tadian, whiclh js typleal of polycontric companies,
may be the wrong stratery i no slenificant dif-
ferences exist belween customers in different
coentries, or il the behaviar of customers within
A cotndry is highly baterogeneaus,

The relative lock of information availoble re-
garding  international cuslomer chnracteristics
and their responses to morketing vaviables sup:
gests that al least currently the geocentric po
sition may imply a low degrec of marketing
vricntalion, Emphasis an the production and dis-
tribution savings association with o standardized
marketing stralcgy may roselt in a tendency (o
ignore differences among world costomers. This
may, however, depend on the particular product,
the degree of hoterageneity smong world cus
tomers, and level of merkel segmeniation. Wihere
gitgilar segments with similar interests and needs
e be identifled in diferont countries soch
as, fur example, dala processing requirements of
banks, a peocentrle approach may be coupicd
with a high rather than a low degree of market
orlentatlon.

Thus consideration of both the level of in-
national oricnitation and the degree of mecketing
ericatation is requlred po provide wseful puide
lines {or the design of o firm's {nternatlonsl mar-
keting stralegios. The level of intérpational ol
cruation dedermines the firn's desired leve] of
involvement in internotional aperations and the
appropriate unit of analysis for developing mar-
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keting policivs, ie. by region, counlry, or world.
The degree ol marketing orientation, on (ke othey
hand, determines the specific analytical approach
10 be used. Regardless of the level of intcrnational
involvernent, a company's International opera-
tons should always reflect a high degree of fat-
kcting orientalion, This implics (wt the company
follows & igorous marketing spproach of cxam-
ining tts markets—individual markets i e poly-
centric stage, regional matkels in ehe regiocentric
stage, and world markets in the geocentric stage
—and identifying relevant target segments, Prod-
uet, price promotion, and distribution stratedics
arc then designied to meet the needs and wants
of these target segnents.

Onee the frm bas determined its desired der
gree of involvement in international operations,
it shauld then mowve towarl o ligh degree al
markaring oricruatien witllin the boundaries of
1he given interpational oricntatlon. This idea is
summarized in Figute 3. 1n some cases, a carelul
analysiz of the macket may preceds the selectian
of the desired level of international involvement.

A company’s position on two Eey dimenslons
of marketing and international arientation cannot
e determined by chserving its actions, Observing
a common advertising alratcgy in seweral coun-
trigs does oot reveal, for example, whether the
company is {1} an cthmocentric company implu-
menting the same campaign it Ls using in the
home country; {21 & polycentric company wihich
decided after considecable study 1o use Lhe same
advortisement i each eountry; or a8 {3 regloe
centrle or peocentric company Following a uni-
fied regionwide or worldwide advertising slratedy.

One may, therefore, use as indicators [ur the
degree of international marketing sophisticativn
the extent and nature of marketing research ac-
tivities, the inputs used and process Followed in
making the marketing declsions, and the nature
of the marketing organization (struciure, eom-
munications network, etel.

Congluiony

Despite the Limitations of the two caploratary
studies reported here, the findings provide some
initiz| erapirical insights into the implications of
the E.P.R.G. ramewark For International markel-
ing strategies and its usefulness as a puidefine
foc Internatianal mikcting deisions.

First, the degree of intcrmational oricnlation
alone does not appear to provide suificient gulde:
lines far developing iternational marketing poli-
ciet, Assuming that a rm also strives to achipv
a high dugee of marketing sophisiication, the
appropriate approach o devcloping markeling
stratcgies must alse be considered.

Sevond, there appears to be ne single supetior
or dominant international origntation,  Despite
the swideepread popubarity and Lntuitive appeal
of grocentriam, s desirabitity and feasibility as
a puideline fur marketing uperations appear ques-
tionable at Jeast in he eurrent imcrnalional
environment. Lack of adeguate and comparable
infarmation on custotner characlerlsiics and re-
Sponse pasterns within counlries suggests that it
may imply 2 somewhat low degres of marketing
arientation. Polyconirism ar regiocentrism with
impraved regional coordination of national mar-
koting strategies at regional and corporale Ievels
may thas provide a more appropriate approach.
Ethnacentrism (s apprupriate in s limited none
ber oF siinasiens, but may imply a low degree
of marketing saphistication.

In pencral, the advaniages and disadvantages
al 4 warticular orientation vary considerably wirh
the individual company’s inaneial sitentien, prod.
uct line, and size of podential everseas markels.
These affcct the costs and benefits associated with
eart position and thus jes desicability o te com-
pany, Hach company muat, therefore, evahiate
independently the desirability of cach position
andl solect the most appropriale degree of inter
national origniation in light of its own market
siteatlon amd objectives,
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Furthermore, the approprlatencss of a given drawn due o he exploratory character of the
orieatation tends (o vary according te the specltic studbes, Further study of she impect of differem
marketing decision area. For example, while re- crvironmental and intrecompany {acters on the

givcenlrism or georentrism may provide an ap cosls and benefits of the various international

proprlale organkallonal bage for distribution, posilons and the implications of different inler-

lugistics, and prodoct policy, high costs muay be natjonal orienations ls needed. Hopefully such

vatailed im adopling such an approach for cus- research will shed Betler light on the international

lgtmier service of promotional activities, markeling operalions of the multinational firnes
Howewer, np definitive conclusions may be ol the sevenlies,

Teirrpi—— U A RKETING M EM(—————

Some Basic Truths about Pollution . . .

Mueh of the [ropulur disousilon abonl fotiotish (eoceedas on bva remises (hat,
maike it inmpossible to tnbk sense aboul it

The frel prewise is that the isgue 38 one ol pollution ar o pollatien, it it is
deaivable to have & workd in which (here ig ws palludion, That ik o wenkensicnl
proposition, No gne whe thinks seriensly about the problem will deride that what
we went is zere pollition. We could hnve zero pollution frame awfomabiles, for
axaniple, very slmply—by abalishing all wutemebiles.

The Iact is that it costs something to have vlean air, just a3 it costs semething
w have the other pood 1hings woe wast, The fast is that oy resoureos are Hwited,
angd we e ip bidunee the goins wo get by reduringr what seme peaple enll polln-
Uon against the cost loposed on ourselves and others of having pollution. Tu
faet, gne puen's pollution ik aneiber nos plassure, T find ane of the most ol-
Jjectionable Lovms of pellwtion 10 e ueise pellution,  Fut the young people whe
o for pook teie ppparestly feel (et not potliticn at afl, bot plensaee. 5o Hie
real prollem we ought to be talking nbout & nat zero pellution but the viglt
amewnt. of pollution, . . .

The ecennd premise Lhae prevents mationn] diseusgion of the problem s thar the
prablem ia ane of good or evil—that there wre sume bad, nakicious nen whey, o
of the bisckiess of their higacts, are pouring pollution into the imosphare, nnd iF
thoge oF W who are noble will only risc oy weath and tell them nat do do sch
avil things, then cverything witl be sobved. 1t is & queztion anly of motives, nut of
means. Unfortunidely, this kimd of ressoning is very wideapread. 10 is always
el essier to eall other peopte numes than iU s 1o engage v bard indel|ton]
nnalysia,

Tha dowil theory of evil takes the farn of blaming the prodwnery of gowdy ol
services for the pollution, The trth is thwt the people veaponsible Por poltutkan
are the SONBIHNLTE.

—Milten Friedran, the Paul Snowdan
Buksel] Distinguished Servive Profos-
rer i the Depurtmant of Eranomios,
The University of Chicuge, Conter for
Poliey Stady, ' The Legal and Reo-
nomie Aspeets of Pellution™ (1971,
o digeusgion by Univernity of Chirage
faowlty wwembers, pp, 1-17, &b pp. 2
and § i part, Reprioted with peemis.
sion from the disewssion reprint,
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