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Foreword

Jim Leontiades’ book is a timely and needed addition to the literature on multi-
national strategy formulation. It is timely because, more than ever, each business
firm must plan its strategy within a multinational perspective. This applies to
firms that seek their opportunities in nations and regions new to them. But as Jim
so insightfully points out, an ever-growing number of industries are becoming
multinational and global in scope. This means that firms that have no ambitions
for multinational expansion must nevertheless take account of multinational
competitive forces in planning their domestic strategy.

The book is a needed addition to the literature because it joins an unfortu-
nately small number of books that take a comprehensive perspective of the key
elements of a multinational strategy. In a clear expository style, Jim combines
significant lessons to be learned from experiences of successful multinationals
with insight into the variables that determine success in multinational competi-
tion, and with practical suggestions for formulation of a multinational strategy.

Successful multinational firms will find in this book a well-organized sum-
mary of the variables and relationships that they take into account in their daily
management.

Firms that have burned their fingers in their initial efforts to become multi-
national will almost certainly find an explanation for their difficulties and sug-
gestions for overcoming them. The book is “must” reading for managers who are

planning to launch their firms on the turbulent seas of multinational
competition.

H. Igor Ansoff

Distinguished Professor of Strategic Management
U.S. International University

San Diego, California



Preface

This book is dirccted at managers and students of management interested in the
international aspects of strategy, particularly with reference to multinational
companies. The immediate stimulus behind the material presented here stems
from my involvement with the project method of teaching employed at the
Manchester Business School. This brought me into contact with a large number
of companies grappling with problems associated with international expansion
and competition.

The gap between the published material dealing with decision making in this
context and the managerial task at hand was very noticeable. For problems fall-
ing squarcly within the prescribed boundaries of established disciplines, such as
international economics, international finance, and marketing, powerful analyt-
ical tools are provided. But only a relatively small proportion of the major inter-
national business decisions seemed to fall into this category.

Finding an optimal solution within a narrowly defined discipline is seldom
the issue. In practice, a major problem is often one of determining whether a
problem, in the sense of a genuine need or opportunity, actually exists. If it does,
a wide number of options are generally available, of which only a few are known
at the outset. Discovering and identifying others is a crucial part of the overall
task. Incvitably much of the necessary information is missing. Guidance is
needed on gathering and integrating additional data. Gradually progress is made
toward a compromise solution that reconciles the requirements of the problem at
hand with the often-conflicting needs of other parts of the organization and com-
mitments made under previous decisions.

All of this will have a familiar ring to those already acquainted with the
growing body of work developed under the heading of corporate strategy. The
emphasis is on the relationship of the firm to its external environment. It does
not pretend to provide theory-based solutions for finding the right answer. Pre-
scriptive comments are directed at providing guidelines for what is essentially a
search process.

This stress on the firm’s external environment and the firm’s adjustment to it
lends itself to decision making within international and multinational companies.
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Operating as they do across very different national territories, the relevance and
need for such adjustment is obvious.

One aim of this book is to apply the latest methods and techniques of cor-
porate strategy to the special situation of multinational firms. The geographic
mobility of such companies means that environment itself becomes a variable
and thus part of management’s strategic decision making. Also, by definition,
multinationals are sited in multiple national environments. Both of these points
raise options and issues quite different from those found in purely domestic firms.
Another aim has been to focus the material presented around a number of deci-
sion areas particularly relevant to the management of such companies.

The organization of the material presented here seeks to avoid the confusion
that stems from the different perception of what constitutes a firm’s environment.
Although it is easy to slip into the habit of seeing companies as decision-making
entities, this can be very misleading. The collection of individuals comprising any
organization inevitably will have different roles and responsibilities in the deci-
sion-making process, and this will condition their perception of the company, its
environment, as well as their priorities as to what is best. In multinational com-
panies, these differences are accentuated by geographic distance, national loyal-
ties, and barriers. It is noticeable that management in the multinational firms’
international headquarters has a different view of the world than is generally to
be found in its individual operating units abroad, that is, the firm’s national
subsidiaries.

These differences are not accidental; they are part of the specialization of
decision-making labor in multinationals. Both points of view are important. Fail-
ing to make the distinction between the more global interpretation of strategic
decision making at headquarters and the more nationally oriented interpretation
within the firm’s national operating units can be a source of misunderstanding.
Not a little of the friction among managers in such companies may be traced to
these differing perspectives. Making this distinction explicit is useful at arriving
at a fuller understanding of decision making in this form of enterprise.

Part 1 begins with an examination of the growing internationalization of in-
dustry and the forces behind this trend. A framework is provided in chapter 2 for
interpreting the relationship between strategy and various control relationships
in multinational firms. Chapter 3 provides a step-by-step examination of the ev-
olution of strategy and structure within one multinational firm.

Part Il concentrates on regional and global strategy—that is, strategy as seen
from international headquarters. International portfolio strategy, as well as com-
petitive, marketing, and logistics strategy for the multinational firm, are treated
at length.

Part IHl presents an analysis of the international aspects of strategic decision
making at the national level. This includes appraisal of new national environ-
ments, entry strategy, and new product introduction from a national subsidiary.
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The final chapter in this part deals with political risk appraisal and strategies for
managing national political risk.

Part 1V examines various methods for coordinating strategic decision mak-
ing within multinational firms. A number of coordinating mechanisms are con-
sidered, including annual cycle planning, capital budgeting, strategic planning
systems, and various organization structures.

| am indebted to the many managers at Ford of Europe who gave so gener-
ously of their time in providing the material used in the several examples based
on that organization—in particular, Robert A. Lutz, Erick Reickert, Peter Smith,
John Waddell, Bill Hayden. Also, Peter Slater, Ford Motor Company Limited.

[ also thank Valerie Acton for deciphering my notes and preparing the
manuscript.
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