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Abstract

The aim of this article is to identify the conditions for the internationalisation of olive oil producing firms
in Southern Spain (province of Jaén), as this region accounts for 20 percent of total world production.
To that end, we propose a model and test it with data from four premium extra virgin olive oil producing
firms (two Born Globals and two non-Born Globals), combining a case study approach with Qualitative
Comparative Analysis (QCA). The results show that firms must develop dynamic capabilities. To do so,
firms must combine resources and capabilities, international market orientation, network orientation and
entrepreneurship orientation strategies, and human, relational and technological capital. If this happens
within the first three years of their incorporation, they can be Born Globals. These results can be ex-
trapolated to other industries. Finally, this paper offers some policy implications for firms, such as: they
should become more involved in facilitating the internationalisation process for olive oil firms, promote
the olive culture abroad, facilitate access to foreign markets, publicise the health benefits of extra virgin
olive oil (EVOO,).

Keywords: Internationalisation, Born Global, International orientation strategies, Dynamic capabilities,
Intellectual capital, Case studies, Qualitative Comparative Analysis, Agrifood firms.

Therefore, the more international firms and Born
Globals there are, the higher the level of exports
and the greater the positive effects will be, both
for the business owner and for the economy as
whole.

Olive growing is one of the main strategic sec-
tors of the economy in general and of agricul-

1. Introduction

Globalisation, worldwide competition, tech-
nological development and new prospects for
growth beyond national borders have forced
firms to seek international diversification and
strategic global growth. Internationalisation

allows these firms to increase production, take
advantage of economies of scale, reduce labour
costs and product prices, avoid domestic compe-
tition, discover new markets, learn new working
methods, improve their market position, organ-
ise production in a more flexible way, and so on.
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ture in particular. It contributes effectively to the
achievement of national objectives in the area of
economic and social development, food security,
balance of payments equilibrium and reduction
of the unemployment rate. Moreover, interna-
tional developments in the sector that have oc-
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curred or are still foreseeable show unequivo-
cally that world olive production will increase
considerably and that competition will increase
with the emergence of new production centres
(Mokrani et al., 2011).

According to the International Olive Coun-
cil-World Trade in Olive Oil (2022), Spain is the
first export in the world in olive oil with a share
of 37.5% followed by Italy with 21.7%, Tunisia
with 14.6%, Portugal with 11.1%, Turkey with
3.4%, Argentina with 5%, Greece with 2.4% and
Chile with 2.7%. This production is destined
for eight international markets represent around
81% of the imports of olive oils and virgin ol-
ive oils around the world, the United States with
36%, the European Union with 15%, Brazil with
8%, Japan with 7%, Canada with 5%, China
with 4%, Australia with 3%, and Russia with
3%. In terms of volumes by products category
70,9% of total imports virgin olive oil, olive oil
21,6% and the remaining 7,5% olive pomace oil.

In this paper, we focus on the olive oil industry
in the province of Jaén (Southern Spain), a ter-
ritory that accounts for 20 percent of total world
production. Traditionally, firms in the olive sec-
tor tend to internationalise gradually (Johanson
and Vahlne, 1977). However, the new younger
generations with greater knowledge and experi-
ence in the international market, as well as with
language training, are increasingly encouraging
olive firms to internationalise at an accelerated
way, which are characterised by international-
isation occurring within three years of incor-
poration (Knight et al., 2004) and at least 10
percent of total sales generated in foreign coun-
tries (Crick, 2009). All of this, together with the
growth in international demand due to the in-
crease in production and exports, is leading to an
increasing desire on the part of entrepreneurs to
make their companies international. Therefore,
this paper will propose the keys for companies in
the olive sector to become international as soon
as possible after their creation.

Thus, this paper tests a theoretical framework
in the olive sector, which focuses on develop-
ing dynamic capabilities to internationalise. To
do so, the firm must use its resources and ca-
pabilities and apply International Market Orien-
tation Strategies (IMOS), International Network

Orientation Strategies (INOS) and International
Entrepreneurship Orientation Strategies (IEOS).
We test whether a firm has achieved these dy-
namic capabilities through its intellectual cap-
ital: specifically, human (HC), relational (RC)
and technological (TC) capital.

The aim is thus to identify the conditions for
the internationalisation of olive oil producing
firms. To this end, we have used a combination
of methods: a case study approach and Qualita-
tive Comparative Analysis (QCA). Several stud-
ies, such as those by Fainshmidt et a/. (2020) and
Soto-Setzke et al. (2020), claim that combining
a case study with QCA is appropriate and bridg-
es the gap between qualitative and quantitative
research. Thus, this work complements recent
research that adopts mixed methods to study in-
ternational business phenomena.

We studied four premium extra virgin olive oil
(EVOO) producing firms in Southern Spain (two
Born Globals and two non-Born Globals). This
gives us enough cases to understand how the con-
ditions are configured (Thiem, 2014). The data
were obtained through personal, semi-structured,
recorded interviews with the founders/managers
and/or those responsible for the internationalisa-
tion process. Finally, through the QCA analysis
we can find out the different conditions (resourc-
es, capabilities, economic, social and institutional
actors, international orientation strategies and dy-
namic capabilities) that have been necessary and/
or sufficient, as well as the combination of them,
for companies in the olive sector to internationalise
at an accelerated pace and become Born Globals.

2. Theoretical framework

Firms typically follow either a gradual or ac-
celerated internationalisation process (Knight
and Liesch, 2016). The gradual model involves
internationalisation in stages, where firms first
target countries that are physically and culturally
closer and then move further afield. Thus, at each
stage they reduce uncertainty and expand their
investment (Johanson and Vahlne, 1977). The
accelerated internationalisation model focuses
on Born Globals. They are typically proactive,
innovative and competitive (Etemad, 2019).

One of the factors that can influence the pace
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of internationalisation is the firm’s resources and
capabilities. Thus, the starting point has been the
theory of resources and capabilities, which is
considered to provide a guide to a firm’s export
activities, as it addresses the sources of compet-
itive advantage (Ledesma-Chaves et al., 2020).
However, this theory has proven to be static and
fails to account for changes in the environment.
The dynamic capabilities model subsequently
emerged, in which firm managers “integrate,
build, and reconfigure internal and external
competences to address rapidly changing en-
vironments” (Teece et al., 1997, p. 516). Thus,
firms need dynamic capabilities, i.e. assets, pro-
cesses and structures that enable them to identify
and seize new opportunities and renew their as-
set base, the use of which is essential if they are
to compete in international environments (Jiang
et al., 2020). Therefore, for firms to internation-
alise, they need to have dynamic capabilities,
which give rise to competitive advantages.
Within this context, Eisenhardt and Martin
(2000) argue that firms can achieve competitive
advantages from their resources, which are val-
uable, rare, inimitable and non-substitutable. In
order to do so, they have to implement strategies
allowing them to create valuable dynamic ca-
pabilities that are not easily replicated by other
firms. However, we have found no model to date
that includes the key elements needed by firms
in the olive industry to be Born Globals. Thus,
this paper complements the existing literature by
testing our theoretical framework in this indus-
try; the framework is based on the fact that firms
have to develop dynamic capabilities in order to
go international. To do so, they must use their
resources and capabilities and apply Internation-
al Market Orientation Strategies (IMOS), Inter-
national Network Orientation Strategies (INOS)
and International Entrepreneurship Orientation
Strategies (IEOS). We test whether a firm has
achieved these dynamic capabilities through its
intellectual capital: specifically, human (HC),
relational (RC) and technological (TC) capital.
Intellectual capital is taken from the intellec-
tus model (Bueno et al., 2008), which originated
as a practical tool for identifying and measur-
ing intangible assets that add value to organi-
sations. Therefore, if firms in the olive industry

have achieved dynamic capabilities (intangible
assets) that facilitate their internationalisation
process, these will be included in the human, re-
lational and technological capital.

Below we present the research propositions of
this paper.

Resources, capabilities and economic, social
and institutional actors

According Spielmann and Williams (2016),
harnessing the valuable resources offered by a
territory to obtain competitive advantages is
critical. Given their importance, we differentiate
among resources, which are the means for the
provision of future services (Penrose, 1959). In
addition, capabilities refer to a firm’s ability to
deploy resources (Amit and Schoemaker, 1993).
Thus, the specific characteristics of the olive in-
dustry yield resources such as raw materials (ol-
ive groves), infrastructure (olive presses, mills,
rural houses, access roads to farms, etc.), an ol-
ive-producing culture passed down from parents
to children, tradition, knowledge of the industry.
It also generates capabilities, understood as the
skills, talent and strengths acquired by people re-
lated to the cultivation and harvesting of olives
and production and processing of EVOO. Lastly,
there are the economic, social and institutional
actors such as public institutions (for example,
local entities), business organisations, associ-
ations, auxiliary firms, foundations, competing
firms or technology centres. In short, firms in
the olive industry can use these resources to gain
competitive advantages. In light of the above,
the following proposition is presented:

Proposition 1. Resources, capabilities and eco-
nomic, social and institutional actors are determi-
nants of the internationalisation of olive oil firms.

Drawing on the available resources, capabil-
ities and economic, social and institutional ac-
tors, firms in the olive industry must implement
the following internationally oriented strategies
in order to develop dynamic capabilities:

International Market Orientation Strategies
(IMOS)
These are customer-centric, outward-looking
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strategies. According to Daengs and Soemantri
(2020) the key purpose of market orientation is
to provide greater value to the customer based
on knowledge derived from customer and com-
petitor analysis, with this knowledge being ac-
quired and distributed across elements of the
organisation. Zakery and Saremi (2020) claim
that market knowledge can influence the un-
derstanding of size, qualitative characteristics,
existing infrastructure, legislation, workforce
conditions, currency and how financial transac-
tions are conducted.

Therefore, through IMOS, objective knowl-
edge of the foreign market is obtained (by means
of market studies, for example), in addition to the
knowledge gained from the founder and/or ex-
port manager due to their experience of having
participated in previous internationalisation pro-
cesses (for example, knowledge of clients, mar-
kets, competitors, institutions, etc.). In light of the
above, the following proposition is presented:

Proposition 2. International market orientation
strategies (IMOS) have been employed.

International Network Orientation Strategies
(INOS)

These are strategies that focus on building
international networks. The network model pro-
posed by Johanson and Mattsson (1988) sug-
gests that firms can overcome their limitations
in foreign markets by acquiring resources, tech-
nology and knowledge through their placement
in business networks. Firms can successfully
internationalise by building and developing
meaningful positions in these foreign networks
(Sanyal et al., 2020). Some studies, such as that
by Contractor et al. (2005), point to a solid net-
work of contacts developed by entrepreneurs as
a result of their previous experience, which ena-
bles them to internationalise more quickly than
others. In light of the above, the following prop-
osition is presented:

Proposition 3. International Network Orienta-
tion Strategies (INOS) have been employed.
International Entrepreneurship Orientation Strat-
egies (IEOS)

These focus on the innovative and entrepre-

neurial spirit of the founder. Entrepreneurship
represents creative and innovative capability and
is the basis for pursuing opportunities for suc-
cess (Daengs and Soemantri, 2020). Zahoor and
Lew (2022) suggest that the propensity to inno-
vate, attitude towards risk and proactivity affect
progress in the early stages of firm growth, as
well as that entrepreneurial orientation is a nec-
essary condition for sustainable international
performance. Employing IEOS offers a conduit
for a firm to gain a competitive advantage, as
innovative behaviour enables it to introduce new
products/services and capabilities ahead of com-
petitors (Dias et al., 2021). Additionally, pro-
active and risk-taking behaviours facilitate the
search for opportunities (Silva et al., 2021).

Therefore, founders should have the following
characteristics: (1) autonomy, that is, the inde-
pendence and freedom to hatch an idea or vision
and carry it through to the end; (2) innovative-
ness, that is, the propensity to come up with and
support new ideas, novelty, experimentation and
creative processes that can lead to new products,
services or technological processes, which can
facilitate the process of internationalisation; (3)
proactiveness, that is, a forward-looking per-
spective that accompanies an innovative activity
and allows them to think of and envision new
means and ends before others do; (4) proclivity
or tendency to enter foreign markets, which is
associated with their values; and (5) competitive
aggressiveness, or the propensity to achieve in-
ternational market entry by challenging compet-
itors (Kreiser et al., 2002). In light of the above,
the following proposition is presented:

Proposition 4. International Entrepreneurship
Orientation Strategies (IEOS) have been em-
ployed.

Next, we discuss human, relational and tech-
nological capital, which we will use to measure
the dynamic capabilities gained after carrying
out the aforementioned international orientation
strategies:

Human Capital (HC)
HC includes the skills, experiences, attitudes
and abilities of an organisation’s employees

16



NEW MEDIT N. 2/2023

Table 1 - Conditions for business internationalisation.

Factors Authors Brief Description Main Activities
Penrose (1959) Making use of resources, capabilities . .
Resources, . . s - Using raw materials.

e Barney (1991) and economic, social and institutional . e
capabilities . . . - Using the capabilities of
and actors Spielmann and actors endows firms with possible personnel in the territory

Williams (2016) competitive advantages. '
Dacnes and Objective knowledge of the - Conducting international
Soemga ntri (2020) international market and experiential | market research.
IMOS Zakery and Saremi knowledge held by managers - Participation in the
202 (g, and/or those responsible for internationalisation process
internationalisation. of previous firms.
Johanson and - Carrying out trade
INOS Mattsson (1988) International networking with chefs, missions.
Sanyal et al. (2020) distributors, customers, etc. - Attending international
Y ' trade fairs.
Daengs ar'ld Found.er characterlst.lc.s— - The founder being inclined
Soemantri (2020) proactiveness, proclivity to enter .
. . » to enter foreign markets.
IEOS Dias et al. (2021) foreign markets, competitive L .
. . . - Offering innovative
Zahoor and Lew aggressiveness—and innovative roducts (organic EVOO)
(2022) product offerings. p & ’
- Developing skills and
Kidwell et al. (2020) positive attitudes towards
HC Zakery and Sameri | Skills, experiences, employee attitudes, | internationalisation.
(2020) learning and organisational culture. - Conveying knowledge of
the foreign market to the
organisation.
Sanyal et al. (2020) | Relationships in an organisation ;rel\/[aig(liti)f:rlz%iiz networks
RC Zakery and Sameri | between the members of the firm and Imbrovin cust(;mer
(2020). the outside world. proving ¢
supplier relations.
Bendak et al. (2020) | Technical and technological - Using ICT to improve
TC Bhattacharya et al. management skills by employees and | service.
2021 innovative culture. - Producing innovative oil.
g

Source: Compiled by the authors.

(Zakery and Sameri, 2020), and represents
what individuals and groups in the organisation
know and their ability to learn and share that
knowledge with others for the benefit of the
organisation (Kidwell e al., 2020). It should
be noted that a firm’s HC acquires dynamic ca-
pabilities as it gains a better understanding of
global opportunities, establish more effective
connections to take advantage of these oppor-
tunities, make better plans and take more effec-
tive actions in international settings, which can
become part of a firm’s organisational culture.
In light of the above, the following proposition
is presented:

Proposition 5. The firm has Human Capital
(HC) available for its internationalisation.

Relational Capital (RC)

Firms need to develop network capabilities to
build relationships in foreign markets (Sanyal
et al., 2020). According to Ivanova and Tork-
keli (2013), network capabilities are defined as
the ability of business owners and managers
to develop, manage and maintain relationships
with key partners such as suppliers, customers
and competitors and to manage interactions
with them effectively. Therefore, the question
of whether a firm has attained dynamic network
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capabilities can be answered by measuring by its
Relational Capital (RC). This refers to the inval-
uable relationships between individuals within
an organisation and external groups in the form
of social capital, and particularly outside the
organisation in the form of customer-supplier
relationships, as well as networks (Zakery and
Sameri, 2020); for instance, with business-sup-
porting public institutions, chefs, importers, dis-
tributors, etc. In line with the above, the follow-
ing proposition is presented:

Proposition 6. The firm has Relational Capital
(RC) available for its internationalisation.

Technological Capital (TC)

Knowledge associated with technologies is
called Technological Capital (TC). A study by
Bhattacharya et al. (2021) reports that technologi-
cal know-how enables a more efficient use of new
technologies and helps organisations to be more
aware of the nature and potential of technological
innovations. They underline the idea that techno-
logical knowledge is particularly important in a
dynamic, discontinuous and complex landscape.
A firm has TC if the staff has technical and mana-
gerial technological skills, consisting of the abili-
ty to conceive, deploy and exploit ICT to support
and improve the organisation and coordinate ac-
tivities (Gulati et al., 2012). Furthermore, a firm
has TC if it has an innovative or entrepreneurial
culture, reflecting the degree to which firms in
the sector are proactive in exploring new oppor-
tunities (Menguc and Auh, 2006). According to
Bendak ef al. (2020), a rapid, innovative response
to changes in the environment is vital for any
organisation, and a firm’s culture contributes to
the presence of the different types of innovation.
The innovative culture of a firm must therefore
involve the search for new products, services or
processes. In line with the above, the following
proposition is presented:

Proposition 7. The firm has Technological Capi-
tal (TC) available for its internationalisation.

To sum up, in accordance with the proposi-
tions set out above, in this paper we study the
configurations (Table 1) of resources, capabili-

ties, economic, social and institutional actors;
IMOS (strategies relating to objective and expe-
riential knowledge of the international market),
INOS (network of international contacts) and
IEOS (innovative products and characteristics of
the founder); and HC (values, skills and attitudes
of the firm’s HC, organisational learning, organ-
isational culture), RC (expanding the network
and maintaining it over time) and TC (technical
and managerial skills and innovative culture)
that are necessary and/or sufficient for firms in
the olive industry to internationalise as quickly
as possible after their incorporation.

3. Methods and data

3.1. Materials and methods

In order to understand the conditions that must
exist for firms in the olive industry to develop
dynamic capabilities and thus go internation-
al, we have combined a case study approach
with Qualitative Comparative Analysis (QCA),
which is appropriate (Schneider and Rohlfing,
2013; Fainshmidt ef al., 2020) as it improves
the analysis and interpretation of the results (Ro-
hlfing, 2012). One of the challenges involved is
integrating the QCA and the case study meth-
ods in the pre-QCA and post-QCA phase; that
is, during both data collection and data analysis
(Medina et al., 2017). By so doing, this method-
ological approach complements and contributes
new knowledge to the existing literature.

To understand QCA, we refer to configuration-
al theory, which identifies the necessary and/or
sufficient conditions to achieve an outcome. We
thus explore the conditions that can be causal-
ly related in a configuration. Consequently, this
theory offers a perspective that is not captured in
linear analyses (Curado ef al., 2018). Moreover,
for studying a small number of cases, the QCA
method is more useful than the statistical one
(Meyer et al., 2018).

Specifically, fuzzy-set QCA (fs/QCA) is the
tool used to reveal the possible effects that may
occur in the combination of conditions, exclud-
ing the isolated effects that each condition may
produce (see Ragin, 2000). The fs/QCA tech-
nique was developed for small sample or pop-
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ulation settings, which offers an advantage for
this research, where the sample is small. There
are also numerous studies on business strategy
and performance that have used fs/QCA, includ-
ing Kraus et al. (2018) and Brenes ef al. (2020).

3.2. Data

The unit of analysis centres on exporting
firms in the olive oil industry in Jaén (Southern
Spain). To select the cases, we used information
from the Trade Promotion Agency of Andalu-
sia (EXTENDA), an official body for exporting
firms in the region. The selection involved the
following stages:

- First, we selected the leading firms in the
province that had internationalised, distinguish-
ing between those that could be Born Globals
and those that could not. We included those that
internationalised within three years of their in-
corporation (Born Globals) and those that need-
ed more time to start this process (non-Born
Globals). The next criterion was that at least 10
percent of revenue had to come from overseas.

- Second, we chose small and medium-sized
enterprises (SMEs) that produce EVOO — in par-
ticular, premium oil — and that have more than
30 employees during the season.

- Third, we decided on the number of cases.
To do this, we followed the indications of Yan
and Gray (1994), who state that two will suffice.
Rosati and Chazarreta (2017) analyse two cases

Table 2 - Characteristics of the firms under study.

using QCA. Thus, we chose four exporting firms
in the olive industry (two Born Globals and two
non-Born Globals). In conclusion, the analysis
of four cases is appropriate for gaining an un-
derstanding of the configuration of conditions
(Thiem, 2014). Table 2 shows the main charac-
teristics of the selected firms.

We then designed a technical data sheet on the
research (see, Appendix 1).

3.3. Stages of the research

Our study was carried out in the following
stages:

1. We administered a two-part questionnaire
(see questionnaire in supplemental file):

a) General firm characteristics (year of in-
corporation and internationalisation, organisa-
tion chart, activities, products and brands, size,
overseas revenue, history of the firm, etc.), use
of resources, capabilities and economic, social
and institutional actors in the territory (tradition,
culture, raw materials, etc.), quality (certificates,
awards, recognition, etc.), firm’s competitive ad-
vantages when it comes to exporting.

b) Short questions in which the interviewee
was asked to choose from specific responses,
set in advance according to the interviewer’s
knowledge of the subject. This part facilitated
the coding of the data for the subsequent QCA.

2. We analysed the information individually
between theory and cases.

Born Globals Non-Born Globals

Selected Firms Aires de Jaén Castillo de Galgon99 El Trujal de la

Canena Loma
Year of incorporation 2010 2003 2005 2002
Yearof 2011 2004 2011 2012
internationalisation

o . . Villanueva .

Location in the province Jabalquinto Baeza de la Reina Ubeda
Brand name Aires de Jaen Castillo de Canena Oro Bailén Spiritu_Santo
N° of employees during 45 60 40 30
the season
Overseas revenues since
the beginning of the 50% 10% 50% 15%
process
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3. We performed the QCA. Most studies do
not provide much detail on how qualitative data
are transformed into fuzzy sets (see, for example
Lam and Ostrom, 2010, on fs/QCA). To define
the values of the fuzzy sets we determined the
degree of precision. Thus, the data are presented
as follows: (0) fully out, (0.33) more out than in,
(0.67) more in than out and (1) fully in (Basurto
and Speer, 2012). The values of the fs/QCA cas-
es are shown in Table 3.

4. Results

4.1. Case study

From the case study, we have obtained the fol-
lowing results, which are shown below through
primary evidence from the interviews:

a) Resources, capabilities and economic, so-
cial and institutional actors:

The exporting firms under study use the re-
sources of the territory, such as: employees who
know the industry and the product, family tra-
dition, olive culture, raw materials, infrastruc-
ture (oil mills, etc.), as well as the skills of the
employees for the cultivation and harvesting of
olives, and the production and sale of olive oil.
However, all firms under study report limited in-
volvement with local institutions, organisations
and associations. They highlight their good rela-
tionship with other local firms.

Table 3 - Final fs/QCA case values.

b) IMOS, INOS, IEOS and HC, RC and TC:

Aires de Jaén (Born Global)

Aires de Jaén is a family business created in
2010 is responsible for the entire process of cul-
tivation, processing, bottling and sales of olive oil.
The third generation opted for internationalisation.
Thus, the internationalisation project was carried
out by the eldest son, who had managerial expe-
rience having worked in another firm in the sector.
Furthermore, the firm made major efforts to train
and integrate the employees and to create differen-
tiated and dynamic teams adapted to the demands
of all foreign markets. The internationalisation pro-
cess began with the firm’s collaboration with EX-
TENDA and ICEX (Instituto de Comercio Exterior
- the Spanish Institute for Foreign Trade) through
trade missions and attendance at many prestigious
international trade fairs in the agrifood sector. Be-
fore attending, the firm’s participation is planned
and prepared according to the client being targeted.
The first country the firm exported to was Mexi-
co, and it currently has a presence in more than 52
countries. The sales team is led by a highly quali-
fied, knowledgeable export manager and two ex-
port area employees (fourth generation), who have
previous experience in other firms, hold university
degrees and speak foreign languages, while the
employees have technical and technological man-
agement skills. Aires de Jaén is and strives to be
an innovative firm from cultivation to marketing.

Cases Conditions Outcome
Resources Born
and Actors | IMOS' | INOS® | IEOS® | HC* RC? TC*
s Global’
Capadbilities
Aires de Jaén 1 0,33 1 1 1 1 1 1 1
Castillo de Canena 1 0,67 1 1 1 1 1 1 1
Galgon99 1 0,33 0,33 0,33 1 0,33 0,33
El Trujal de la Loma 1 0,33 0 0,33 0,33 0 0,33

' IMOS: International Market Orientation Strategies.
2INOS: International Network Orientation Strategies.

*HC: Human Capital.
’RC: Relational Capital.
°TC: Technological Capital.

3 IEOS: International Entrepreneurship Orientation Strategies.

7 Result 1: being Born Global; Result 0: not being Born Global.

Source: By the authors.
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Thus, it grows several olive cultivars and employs
traditional, intensive and super-intensive cultiva-
tion methods. It has an oil mill and bottling plant
equipped with the latest technology. It has tried
to adapt its product to each international market.
To that end, it has a full understanding of the mar-
ket it is targeting. It has also received certificates,
prizes and international recognition,! meaning it
meets exacting quality standards. In the field, it is
committed to biodiversity and renewable energies,
indicating that caring for the environment is a pri-
ority objective.

Castillo de Canena (Born Global)

In 2003, the descendants of the Vafio family
decided to incorporate the firm, with Francisco
and Rosa in charge of producing and marketing
EVOO in Spain and abroad. Both had a high
level of education, knowledge of foreign lan-
guages, experience of having held a marketing
management position and of having worked in
different national and international financial insti-
tutions. From the outset, Rosa carried out market
research, travelled and made contacts, studied
competitors and discovered that selling premium
EVOO was not common and that there was an
opportunity in the international market, as well
as a marked lack of knowledge about the oil that
had to be remedied. In 2004, with the help of a
provincial public institution, they attended the Al-
imentaria international trade fair and secured their
first international clients (Denmark and France).
During this period they subscribed to the PIPE
Plan (Plan de Iniciacion a la Promocion Exteri-
or - Plan for the initiation of external promotion)
organised by ICEX. In addition, they created
new contacts using their own means and resourc-
es. From the outset, they have relied on chefs to
convey the value of premium oil to private con-
sumers; indeed, in the words of Francisco, “they
have been the ones who have decommoditised
the product.” They have received certificates,
awards and international recognition.> All of this
required significant financial and human resourc-

! www.airesdejaen.com.

www.castillodecanena.com.
www.orobailen.com.

2
3

es, as they needed well-trained teams with a clear
culture established by the firm. Importers and/or
distributors played a notable role. The firm has
participated in research, innovation and develop-
ment projects, with both technology centres and
universities, which has allowed it to implement
innovative techniques related to the environment,
sustainability and bio-dynamism. Moreover, its
employees have technical and technological man-
agement skills.

Galgon99 (non-Born Global)

Founded in 2005, the firm produces, bottles and
sells EVOO from several olive farms acquired in
1999 by the Galvez Gonzalez family. Being com-
mitted to producing high quality, innovative and
environmentally sustainable oil, they created two
brands, a premium one, “Oro Bailén,” and a second
one for an olive oil that is better value-for-money
with a later production date, “Casa del agua”. The
founder had no international experience, but holds
a degree in Business Science and has a background
in olive oil production and processing. He also
wanted his firm to be international due to compe-
tition in the domestic market, which was one of
the reasons he decided to produce premium oil. In
20009, the firm hired its sales and exports manager,
holder of a Bachelor’s Degree in Business Admin-
istration and Management, as well as a Master’s
Degree, and knowledgeable in foreign languages.
Moreover, she had already had the experience of
participating in the internationalisation process of
another firm in the industry. During its first year,
the firm carried out a project promoted by ICEX
(PIPE) and between 2010-2011 it attended an in-
ternational fair in Barcelona followed by fairs of
greater international renown (in Paris and Germa-
ny), which facilitated the creation of a network
of distributors all over the world. Furthermore,
the firm has also been awarded the certifications,
awards and international recognition® needed to
operate in the international market. Japan, the Unit-
ed States and the United Kingdom were among the
first countries to which it exported. Its key venture
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has been to market premium oil to both the nation-
al and international markets, adapting the packag-
ing, labels and designs to the needs and tastes of
international customers. In this firm, all the staff is
trained to transmit the olive culture and love for the
olive grove to customers.

El Trujal de la Loma (non-Born Global)

In 2002, the firm was created. It was in 2010
when the firm decided to gradually shift from a
traditional to an organic cultivation process, using
innovative techniques in both cultivation and pro-
duction. Thus, the first commercial brand, Cortijo
Spiritu Santo, was born. Its founder, Juan Molina,
wanted the firm to go international given local
customers’ limited knowledge about organic oil,
and once they began to export, he discovered that
the international market posed greater difficulties.
At that time, therefore, the firm did not carry out
any actions aimed at internationalisation, such as
market studies, adapting the product to the needs
of the foreign customer, etc. In 2008, the current
head of the national and international sales depart-
ment joined the firm; prior to that point, the firm
had only shipped occasional exports. In 2012, the
first continuous exports to the United States, Can-
ada and The Netherlands began through contacts
with importers and national distributors who did
business in these markets. Subsequently, the firm
relied on EXTENDA and ICEX to attend interna-
tional fairs. Neither the founder nor the foreign
trade manager had experience of participating in
prior internationalisation processes. The founder
is knowledgeable about the crop as he is an ag-
ricultural engineer, while the internationalisation
manager holds a Degree in Tourism and speaks
some foreign languages. Most employees are
hired on a temporary basis. Consequently, there
are difficulties in fostering learning and develop-
ing an organisational culture. To date, there are
still no measures in place to advance and consol-
idate the firm’s position in the international mar-
ket and the product has not yet been adapted to it,
which means that it is very difficult to maintain
relations with international customers over time.
In spite of this, the fact that this firm produces or-

4 www.cortijoespiritusanto.com.

ganic oil has earned it international awards and
recognition, as well as highly valued certifica-
tions.* The firm’s strong focus on differentiation
is enabling it to attract foreign customers.

4.2. QCA analysis

4.2.1. Necessary conditions

The first stage of the fs/QCA indicates wheth-
er some of the proposed conditions are neces-
sary for firms in the olive industry to interna-
tionalise at an accelerated rate; these firms being
Born Globals. For this to be the case, a condition
must have a consistency (indicating the degree
to which the cases theoretically and empirically
support the row of conditions) greater than 0.9
(Schneider and Wagemann, 2010).

The results of the analysis of the necessary
conditions are shown in Table 4. The condition
“actors” is excluded as it does not turn out to
be representative for achieving the outcome. Ac-
cordingly, we can say that the rest of the condi-
tions (resources and capabilities, IMOS, INOS,
IEOS, HC, RC and TC) are necessary for these
firms to be Born Globals, as they present a level
of consistency above the threshold of 0.9.

4.2.2. Sufficient conditions

In this stage, we examine whether any combi-
nation of conditions (resources and capabilities,
IMOS*INOS*IEOS*HC*RC*TC) is sufficient
for firms in the olive industry to be Born Glo-
bals. To this end, we produce the Truth table (Ta-
ble 5), which includes all possible combinations
of causal conditions. The number of cases that
fit to each combination of presence (1) and ab-
sence (0) is determined, such that each row cor-
responds to a combination of conditions. Table
5 indicates the consistency, which is the degree
to which the cases empirically support the pro-
posed conditions. Low values may indicate that
the research model or the cases under study are
not a suitable fit.

The findings indicate that of the 266 possible
combinations, only 1 guarantees sounds results
due to its high degree of consistency. Thus, said
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Table 4 - Analysis of necessary conditions.

Combination of necessary Born Globals Non-Born Globals
conditions Coverage Consistency Coverage Consistency
Resources*capabilities 0.5 1 0.5 0
IMOS*INOS*IEOS 0.67 1 0.33 0.5
HC*RC*TC 1 1 0 0
~Resources*~capabilities 0 0 0 0
~IMOS*~INOS*~IEOS 0 0 1 1
~HC*~RC*~TC 0 0 1 1

Note: ~IMOS: absence of IMOS; ~INOS: absence of INOS; ~IEOS: absence of IEOS; ~HC: absence of HC;

~RC: absence of RC; ~TC: absence of TC.
Source: By the authors.

Table 5 - Truth table.

f;;"c“;;zi Jiries | IMOS | INOS | IEOS | HC RC TC | Cases | Consistency
1 1 2

1 0 0 0 0 0 0 1 0

1 0 0 0 1

N.266

Source: By the authors.

configuration that enables these firms to be Born
Globals is as follows:

Born Global: Resources and capabilities
*IMOS*INOS*IEOS*HC*RC*TC.

The above combination must be achieved within
the first three years of a firm’s incorporation if it
wishes to be a Born Global. Moreover, it should be
emphasised that firms in the olive industry develop
dynamic capabilities to become Born Globals.

Therefore, these firms will not be Born Globals
if they do not combine resources and capabil-
ities*IMOS*INOS*INOS*IEOS*HC*RC*TC,
meaning that there are no alternative configura-
tions to the proposed model that have a high de-
gree of consistency in enabling firms in the olive
industry to be Born Globals.

Therefore, the propositions are supported,
since each condition is individually necessary
for these firms to be Born Globals. The one ex-
ception is proposition 1, which is only partially
supported, as resources and capabilities are nec-
essary for firms in the olive industry to rapidly
internationalise, but economic, social and insti-
tutional actors are not.

As we can see, this model allows us to estab-

lish the causal relationships for developing dy-
namic capabilities, which influence the rapid in-
ternationalisation of olive oil firms. To that end,
the resources and capabilities of international-
ised olive oil producing firms, three internation-
alisation strategies referred to as IMOS, INOS
and IEOS, and the intellectual capital HC, RC
and TC have been taken as a reference.

5. Discussion

The findings show that olive oil (premium
EVOO) producing firms must develop dynam-
ic capabilities in order to go international. To
do so, they must combine resources, capabil-
ities, international market orientation strate-
gies (objective and experiential knowledge of
the founder), international network orientation
strategies (having a network of customers, dis-
tributors, importers, etc.), international entre-
preneurship strategies (characteristics of the
founder and/or head of internationalisation)
together with human capital (skills, capabilities
and aptitudes of staff), relational capital (using
previous relationships and maintaining them)
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and technological capital (technical and tech-
nological management skills and entrepreneur-
ial culture). If the firm intends to rapidly inter-
nationalise as a Born Global, it must achieve
the above combination within the first three
years of its incorporation.

There are studies confirming the relationship
between the strategic orientations types, such as
the one carried out by Jansson et al. (2017), who
explore the role of market orientation and entre-
preneurship orientation in relation to commit-
ment and sustainability in the context of SMEs,
finding a positive relationship in both cases.
Other studies connect strategic orientations and
dynamic capabilities, such as the one carried by
Mu et al. (2017), who analyse strategic orienta-
tion and carry out a study based on the dynamic
capabilities of firms. They examine the effect of
a firm’s ability to connect with external network
partners and parts of the firm (network capabil-
ity). Their findings point to a positive interac-
tion between the capacity and ability to build
networks and strategic orientation (market and
entrepreneurship).

Zahoor and Lew (2022) analyse the influence
of strategic orientations and dynamic capabil-
ity on the international performance of SMEs.
They suggest that the interplay between entre-
preneurial orientation and alliance orientation
facilitates dynamic capabilities and, in turn, the
sustainable international performance of SMEs.
Dias et al. (2021) investigate how small farms
improve their environmental and financial per-
formance through the relationship between dy-
namic capabilities, entrepreneurial orientation
and commitment to environmental sustaina-
bility, reporting a positive result. Additionally,
Kidwell et al. (2020) investigate the relationship
between human capital and internationalisation
strategies. Cano-Rubio ef al. (2021) study the
internationalisation strategies of family-owned
olive oil mills, which are centred on social cap-
ital and the context of the family business. For
this purpose, they carried out a qualitative study
based on interviews. Their research does not in-
clude the conditioning factors for these firms to
go international; that is, it does not include the
strategies they must deploy to internationalise or
to be Born Globals.

In this way, although there are studies that
explore the positive relationship between stra-
tegic orientations and dynamic capabilities, we
have not found any research so far that studies
the relationship between resources, capabili-
ties and economic, social and institutional ac-
tors, internationally oriented strategies (IMOS,
INOS and IEOS) and intellectual capital (HC,
RC and TC), and there are no similar studies
focused on the olive industry. Therefore, in this
paper we have added some the necessary con-
ditions for companies in the olive sector to be-
come international in the shortest possible time
after their creation.

Economic, social and institutional actors did
not turn out to be representative in the analysis,
which implies that a firm can internationalise
without the involvement of the actors present
in a given territory. However, after carrying out
this study, we were able to verify that the firms
analysed call for greater collaboration with the
different actors involved in order to reduce
barriers to internationalisation and to facili-
tate logistical and administrative access to the
foreign market. These actors form part of the
environment where production takes place and
can encourage firms in this territory to embark
on internationalisation processes; for example,
by providing more information on the foreign
market and carrying out international promo-
tion initiatives, including publicising the bene-
fits of a firm’s product.

This study paints a picture of innovative and
entrepreneurial firms, such as the ones in the
EVOO industry that have been internation-
ally successful. It also responds to calls from
some researchers to use multiple theoretical
frameworks and fs/QCA in studies of early
internationalisation (Ciravegna et al., 2018).
Schneider and Rohlfing (2013) offer the first
comprehensive set of principles for combining
QCA and case studies, with a special focus on
case selection, as there are few guidelines on
how to combine qualitative case studies and
QCA. Ho et al. (2016) examine the comple-
mentarity of four strategic orientations (market,
firm, networks and technology) using fs/QCA.
Also through the use of fs/QCA, Berné-Martin-
ez et al. (2021) study whether internal (human
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capital) and external (cooperation and funding)
conditions are necessary and/or sufficient for
technological innovation to occur.

In short, we make several contributions with this
study: first, we analyse a theoretical framework
for internationalised firms in the olive oil indus-
try. Second, we analyse how firms in this industry
have internationalised and we add the conditions
that are necessary for them to be international as
quickly as possible after their incorporation, thus
being Born Globals. Third, we combine a case
study with QCA. This complements and adds
new knowledge to the existing literature. Finally,
we formulate a set of recommendations for busi-
ness owners/managers that can help them in the
internationalisation of firms in the olive industry,
as well as for public institutions.

5.1. Implications for practice

Our results are relevant for founders and man-
agers because they shed light on how firms in the
olive industry can go international in the shortest
possible time. They are also useful for public in-
stitutions. Based on these results, we present the
following set of recommendations:

- For founders and managers: they should have
an entrepreneurial spirit, carry out international
market research, have an internationalisation
manager who has international experience, cre-
ate a network of international contacts (clients,
chefs, etc.), offer innovative products (premium
EVOO), etc.

- For public institutions: they should pro-
mote the image and quality of premium EVOO
around the world, promote the olive culture
abroad, categorise EVOO products according to
the harvesting season, facilitate access to foreign
markets, etc.

6. Conclusions

Firms in the olive industry can be Born Glo-
bals if they develop dynamic capabilities with-
in three years of their incorporation. To do so,
they must use the resources (raw materials, in-
frastructure, tradition, culture, knowledge, etc.)
and capabilities based on the talent and skills of
the people who live in the territory, and deploy

strategies focused on: having objective knowl-
edge of the international market, and the found-
er and/or head of internationalisation having
experience of participating in previous inter-
nationalisation processes (IMOS); establishing
a network with clients, distributors, importers,
chefs, etc. (INOS); and the founder or manager
wishing to internationalise from the outset and
offer innovative products (IEOS). The resulting
dynamic capabilities, which enable them to be
Born Globals, can be measured through human
(HC), relational (RC) and technological capital
(TC). Thus, employees must have values, apti-
tudes and attitudes favourable to initiating in-
ternationalisation processes, an organisational
culture and learning enabling the flexibility to
cope with production changes (HC); be able to
maintain the network of relationships over time
and to expand it (RC); and have an innovative
culture and attain technological capabilities
and skills (TC).

Lastly, firms that do not combine the above
conditions within the first three years of their
incorporation are unlikely to be able to inter-
nationalise at an accelerated pace, so the pro-
cess will be gradual, characterised by greater
unfamiliarity and uncertainty in the interna-
tional market as they do not have the neces-
sary dynamic capabilities measured in HC,
RC or TC.

This research has certain limitations. For
example, the study takes a qualitative per-
spective. Accordingly, future studies should
incorporate a quantitative perspective by ap-
plying the fs/QCA method and by increasing
the number of internationalised firms studied.
On the other hand, the geographical scope
could be extended, so we suggest including
premium EVOO producing firms from other
countries in future research.
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Research objective

To verify the necessary and/or sufficient conditions that lead firms in the olive
industry to develop dynamic and competitive capabilities.

Methodology

Holistic comparative study of four cases of firms.

Unit of analysis

Internationalised firms in the olive oil industry offering premium EVOO.

Geographical scope

Southern Spain (Jaén).

Sample type

Theoretical and logical (capacity for analytical generalisation of the analysed
phenomenon).

Case studies

Four olive oil firms in Jaén:
- Aires de Jaén and Castillo de Canena (Born Globals).
- Galgon99 and El Trujal de la Loma (non-Born Globals).

Data collection

- Document review (e.g. cultural, technological, etc.).
Conducting interviews: personal, open-ended, semi-structured, face-to-face and
recorded.

- _Direct observation.

Data sources

- Internal: documents (memos, reports and internal studies), files (web pages,
presentations), in-depth interviews, questionnaires, real-world physical context.

- External: specialised publications, databases (ICEX-Spanish Institute for Foreign
Trade, EXTENDA, Chambers of Commerce), press publications.

Interviewees

Founders/managers/those responsible for internationalisation.

Fieldwork

Interviews were conducted with the following people in 2021.

- Aires de Jaén: 19" March 2021, with the person in charge of exports.

- Castillo de Canena: 13" April 2021, with the manager.

- Galgon99: 26" March 2021, with the head of sales and exports.

- El Trujal de la Loma: 23" March 2021, with the founder and manager and with
the sales and exports manager.

Methods of analysis

Individual and Comparative Case Analysis.
Comparative Qualitative Analysis (fs/QCA).

Source: Compiled by the authors.

28





