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Abstract: 

Research on the diversity in the context of internationalization process is 

rare. Our purpose of this thesis is to conduct a good understanding on 

diversity of internationalization process in telecommunication industry. 

Based on Uppsala Internationalization Model (U-Model) of Johanson and 

Vahlne (1977), we applied a qualitative research method, primary and 

secondary data collection to perform an empirical study. Afterward we 

discuss about how organizational diversity, marketing strategy diversity 

and diversity of core values on Ericsson show up in the process of 

internationalization. In the conclusion, we put forward our comments on 

the research problems. Then we also issued a direction on further 

research.  
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1. Introduction 

In this introduction we would like to give a brief background of diversity in the 

process of internationalization on Ericsson in telecommunication industry which is 

our research area. And then present why we are interested in it. Further we describe 

the problem definition, purpose and limitation in this chapter. 

1.1 Background 

Research on the diversity in the context of internationalization process is rare and 

difficult due to complexity of economic condition and variability of 

telecommunication industry.  

 

Communication is a basic human need. Telecom Company first develops in the 

domestic market and that the internalization is the consequence of series incremental 

decisions. The severe obstacles to internationalizations are lack of knowledge and 

resources. Diversity is the effective approach to reduce such problems in the process 

of internationalization.  

 

Diversity may refer to different kinds of areas, but here we talk about diversity in 

business: the business tactic which encourages diversity to better serve a 

heterogeneous customer base.1 For example, in a global marketplace, a company that 

employs a diverse workforce: both men and women, people of many generations, 

people from ethnically and racially diverse backgrounds etc.  

 

Ericsson is a representative international company in telecom industry. From 1876 it 

established till 2008, over1000 networks in more than 175 countries utilize Ericsson’s 

network equipment and 40 percent of all mobile calls are made through Ericsson’s 

 
1 http://en.wikipedia.org/wiki/Diversity 

http://en.wikipedia.org/wiki/Multinational_corporation


  Diversity in the Process of Internationalization: A Case Study on Ericsson   

5 

                                                       

systems. And one of the essential elements that Ericsson gained such a great success 

is its diversity management in the process of internationalization. Diversity in 

business means a business tactic which encourages diversity to better serve a 

heterogeneous customer base.2  Marketing strategy diversification is a corporate 

strategy to increase market penetration.3 Diversity in the work field, work unit, work 

location could create multiple organizational structures in company. How to think 

globally and act locally on marketing events, how do multiple organizational structure 

improve company’s internationalization, does diversity change its function when a 

company stays in a saturated market are interesting questions to deal with. Meanwhile, 

those three perspectives connected to the knowledge which we’ve learned closely, and 

so we choose those three perspectives to study the elements of diversity in the process 

of internationalization. We would like to concentrate on such success in a multiple 

perspectives and which diversity could be carefully considered on this process, it 

probably plays an important role for Ericsson to keep going on in the future.  

1.2 Research Problem 

For Ericsson’s multiple management, we want to focus on the diversity of marketing 

strategy and organizational diversity factors in the process internationalization. So we 

have the problem defined as below: 

 How the specific diversity (organizational, marketing strategy and diversity of 

firm’s core value) operate in Ericsson’s internationalization process, and how 

them influence on this process?  

1.3 Purpose 

The purpose of the thesis is to conduct a good understanding on diversity of 

internationalization process in telecommunication industry. We have studied different 

elements of diversity in this process and focus on three specific aspects which are 
 

2 http://en.wikipedia.org/wiki/diversity 
3 Ibid.  
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diversity of marketing strategy, organizational diversity and diversity on company’s 

core values.  

1.4 Limitation 

Diversity contains variable scales and meaning, we just focus on three specific 

perspectives of diversity in the process of internationalization. On data collection, we 

just succeed in interviewing one company that is Ericsson. In addition, we haven’t got 

a comprehensive overview on Ericsson is because of the limited interviewee.  

1.5 Disposition   

The disposition of our thesis is done according this order.  

 

In this part we go through the ways we chosen on the 

research, and how we use it to do a research.  

 

Methodology  
 
 
 

Here we describe the theory we used about global diversity 

in company’s internationalization. 
Theory  

 
 
 

Empirical In the empirical study we state the company’s information and 

situation of the interview on this study. 

 
 
 
 

Here we discuss about our own idea according to the 

theoretical framework and empirical study.  

 
Analysis  

 
 
 

Conclusion 
Here we give our results on the problems.  

 

 

 

6 
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2. Theoretical Framework 

There are two models we used in this part: Uppsala Internationalization Model and 

Dynamic Diversification & Coordination Model. We would like to give a brief 

statement on each of them and also talk about the connection among these models. 

Start with the process of internationalization, we would like to focus on two diversity 

factors on which, marketing diversification and organizational factors.  

2.1 Dimensions of Internationalization   

Based on our research, there is no deny that the definition of internationalization is 

essential to be explained here. The dimensions of internationalization are as follows:  

Internationalization is traditionally viewed as a process through which a firm moves 

from operating solely in its domestic marketplace to international markets.4 There are 

several theoretical perspectives which provide an explanation of the 

internationalization of firms. Especially, the Uppsala research and Innovation research 

suggest that firms internationalize gradually as their perceived risk of foreign market 

decreases. There are two dimensions of the gradual internationalization theory. Firstly, 

the gradual internationalization theory demands that firms take the entry mode that 

requires less resource commitment in the beginning of foreign market entry and then 

shift to another entry mode that requires more resource commitment as the perceived 

risks in the foreign market decrease.5 

 

The other dimension of the gradual internationalization is more related to the order of 

market entry. That is, the gradual internationalization theory implicitly believes that 

firms enter markets that are psychically close to home market first and then gradually 

 
4  Rajshekhar,G.J.David A.G.&D.Steven.W.(2003) “An empirical examination of factors influencing the 

internationzation of service firms”. Journal of service marketing. VOL.17 NO.2. PP.185-201. 
5 Daekwan,K. (2003) “The internationalization of US internet portals: does it fit the process model of 
internationalization”. Marketing Intelligence & Planning. VOL.21 NO.2. PP. 23-26. 
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expand into other markets that have a higher psychic distance from the home market.6 

2.2 Uppsala Internationalization Model (UModel) 

Researches in Sweden and Finland at around the same time developed models of 

internationalization generally referred to as Nordic models or learning model; 

influenced by the behavioral theory of the firm and Penrose’s theory of knowledge 

and change in organizations, developed the Uppsala Internationalization Model.7 This 

model implies that firms increase their international involvement in small incremental 

steps within those foreign markets in which they currently operate.8 

 

The Uppsala Internationalization Process Model primarily deals with knowledge 

acquisition. Central issues concern how organization learns and how this learning 

affects their subsequent investment behavior.9 A basic assumption of the model is that 

lack of knowledge about foreign markets is a major obstacle to internationalization, 

but that this obstacle can be overcome through learning about foreign market 

conditions. The firm’s own current operations are the main source of this kind of 

learning. In turn, this reasoning leads to a second assumption of “learning by doing”10 

Investment decisions and actual investment commitments are made incrementally as 

uncertainty is successively reduced. The more the firm knows about a foreign market, 

the lower the perceived market risk will be and, consequently, the higher the actual 

investment by the firm in that market tends to be. 

 

The core concepts of the model are market commitment, market knowledge, 

 
6 Daekwan,K. (2003) “The internationalization of US internet portals: does it fit the process model of 
internationalization”. Marketing Intelligence & Planning. VOL.21 NO.2. PP. 23-26. 
7 Mitja,R.,Robert,D.H &Bostjan,A. (2006) “SME internationalization research：past，present，and future” Journal 
of Small Business and Enterprise Development,Vol.13 No.4. pp. 476-497. 
8 Mitja,R.,Robert,D.H &Bostjan,A.(2006) “SME internationalization research：past，present，and future” Journal 

of Small Business and Enterprise Development,Vol.13 No.4. pp.476-497. 
9 Johanson, J. and Vahlne, J.-E. (1977) “The internationalization process of the firm – a model of 

knowledge development and increasing foreign market commitments”, Journal of International Business Studies. 
Vol. 8. pp. 23-32. 
10 Johnson, G. (1988) “Rethinking instrumentalism”, Strategic Management Journal, Vol. 9, pp. 75-91. 
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commitment decisions, and current activities. (see figure 1). 

Figure 1. 

 

2.2.1 Market commitment 

All tangible and intangible assets that a firm accumulates in a specific geographical 

market make up its market commitment. This is a matter both of the sheer amount of 

resources committed and the degree to which they are committed to a specific 

market.11 The latter refers to the relative ease or difficulty of transferring resources to 

another market. For instance, well-established local customer relationships tend to 

idiosyncratic to a particular geographic market. 

2.2.2 Market knowledge  

Market knowledge is divided into objective knowledge and experiential knowledge. 

Objective knowledge can be obtained in textbooks, it can be taught. Experiential 

knowledge on the other hand is personal, in its nature and therefore hard to formalize 

and communicate.12 

 

There are two kinds of experiential knowledge, market knowledge and firm 

knowledge. Market knowledge is acquired through getting to know the customers, 

                                                        
11 Johnson, G. (1988) “Rethinking instrumentalism”, Strategic Management Journal, Vol. 9, pp. 75-91. 
12 Johansson,J.,Blomstermo,A.,&Pahlberg.,Foretagets. “ Internationaliserings Process”. pp.44. 

9 
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suppliers, and relevant governmental agencies and forming different relationship with 

these actors.13 

 

Market knowledge is taken to stem from experience of foreign markets. Hence, the 

critical knowledge is on the whole tacit in nature. As such it is highly dependent on 

individuals and therefore difficult to transfer to other individuals or other context.14 

2.2.3 Current activities 

By interacting with other actors on the market you learn about their strategies, needs 

and conditions. Current activities affect a firm’s commitment as a firm builds and 

invest in relationship with other actors by interacting with them. Trust is created 

between the actors in these relationships. A decision to commit to a foreign market is 

based on a subtle understanding of that specific market’s conditions and is gained 

through experience.15  

2.2.4 Commitment decision 

Commitment decisions are decisions concerning the commitment of resources to 

foreign operations. The common problems and opportunities in the market creates 

base for the commitment. Understanding of problems and opportunities are aspects of 

experiential knowledge. Repetition of daily operative work is a valuable source of 

experience, which can be transformed into experiential knowledge. Decisions 

regarding international market entry are determined by the lack of culture specific 

knowledge.16 

 

In this dynamic model, the relationship between these four elements is described that 

 
13 Johansson,J.,Blomstermo,A.,&Pahlberg.,Foretagets. “ Internationaliserings Process”. pp.44. 
14 Johanson, J. and Vahlne, J.-E. (1977). “The internationalization process of the firm – a model of 

knowledge development and increasing foreign market commitments”. Journal of International Business Studies. 
Vol. 8. pp. 23-32. 
15 Johansson,J.,Blomstermo,A.,&Pahlberg.,Foretagets internationaliseringsprocess,pp.49. 
16 Johansson,J.,Blomstermo,A.,&Pahlberg.,Foretagets internationaliseringsprocess,pp.44 
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as follows. The authors propose that the general and experiential market knowledge 

and resource commitment of firms affect commitment decisions and current business 

activities. The change aspects, in turn, increase the market knowledge and stimulate 

further resource commitment to foreign markets in the subsequent cycle.17 A given 

level of market knowledge and market commitment at a certain point in time will then 

affect the commitment decisions and how activities are carried out in subsequent 

periods. In turn, these decisions and activities will influence the later stages of market 

commitment and market knowledge in an incrementally evolving spiral.18  

2.3 Ericsson in Uppsala Internationalization Model   

As we know, Sweden is recognized as the European Center of information technology. 

Sweden is the largest net exporter of telecom equipment and the third largest total 

volume exporter (after the United States and Germany). Sweden is the best one 

particularly in the area of wireless communications. Moreover, there are lots of global 

corporations such as Nortel Networks, Intel, Microsoft, Nokia are all establishing 

R&D centers in Sweden to develop new wireless applications. Sweden’s advanced 

position depends to a large extent on Ericsson, founded more than 100 years ago. 

Ericsson is considered to be one of the most successful and efficient telecom company 

in the world, due to its highly saturated market. This company is the one of the largest 

suppliers of wireless network infrastructure, and it is one of the largest suppliers of 

cellular phones.19 Ericsson also established a large amount of subsidiary companies 

and then to be an international telecom company. Based on the status of Sweden’s 

telecom industry and Ericsson, we found that Ericsson can be as a representative 

telecom company to study. And the four elements of internationalization process in 

the U-Model also can illustrate the phenomena of Ericsson’s internationalization 

 
17 Andersen, O. (1993) “On the internationalization of the firm: a critical analysis”, Journal of International 

Business Studies, Vol. 24 No2. pp. 209-31. 
18 Mats,F.& Peter,H.(2007). “Ignorant and impatient internationalization?”. Critical perspectives on international 
business, Vol.3 No.3, pp.291-305. 
19 http://www.swedenabroad.com/Page____32592.aspx 
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process.  

2.4 Diversity Management of Internationalization 

The internationalization of diversity management has followed. Some of diversity 

management’s elements, such as its primary focus on the private sector, were lost in 

the process of internationalization, while others, such as its manager-driven, 

profit-not-justice business case approach to diversity remain central to its popularity.20 

However, the rise in globalization requires us to expand our vision of what “diversity” 

means in the workplace. 21  To have a good understanding on diversity of 

internationalization, organizational diversity factors and marketing diversification 

should be considered in this process for creating values to firm and its workforce as 

well as stakeholders.  

2.4.1 Dynamic Diversification and Coordination Model 

This is a new model that comprehensively illustrates the phenomena and the dynamic 

paths of the global expansion of a firm by dividing diversification and coordination 

into the production side and the marketing side at the functional level. This is called 

Dynamic Diversification and Coordination Model which includes two diagrams. Each 

of the two diagrams focuses on different aspects of the DDC model. One diagram 

depicts the criteria, typology, stages, and dynamics of the global expansion of firms 

(See Figure 2)22. This aspect of DDC model is related to our research topic closely. 

Another diagram illustrates functional division at the level of functional activities in 

the value chain. So we won’t show up this diagram in this dynamic model. 

 
20 Viktorija Kalonaityte. “Off the Edge of the Map: A Study of Organizational Diversity as Identity Work”. Lund 
Institute of Economic Research, pp.2 
21 http://media.wiley.com/product_data/excerpt/34/07879677/0787967734.pdf 
22 Hwy-Chang,M.& Min-Young,K. (2007). “A new framework for global expansion. A dynamic 
diversification-coordination model(DDC)”. Management Decision.Vol.46 No.1,pp.140. 
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Figure 2: DDC model 

The DDC model divides the global expansion process of a firm into three stages. The 

first stage is purely domestic with no international existence, located in the lower left 

side with lower diversification and lower coordination. In this stage, firms implement 

the domestic strategy through export and import. From this stage on, firms employ 

global strategy for the exploitation and exploration of competitiveness.23 

 

The next stage is the period of trade-off between standardization and customization. 

Porter argues that firms should not implement cost leadership strategy and 

differentiation strategy at the same time, because it requires different resources and 

skills as well as functional differences.24 

 

Global is Coordination-Focusing strategy that focuses the resources of a firm on 

increasing Coordination, with which it can reap economies of scale until the unit cost 

comes to the minimum efficiency scale. At this point lays “Global”. On the other hand, 

multi-domestic is Diversification-Focusing strategy that focuses the resources of a 

firm on expanding geographical diversification until the complex cost rises steeply. At 

this point lies “Multi-domestic”. 

 

The final stage is the period of mutual complementation between 

                                                        
23 Hwy-Chang,M.& Min-Young,K. (2007). “A new framework for global expansion. A dynamic 
diversification-coordination model(DDC)”. Management Decision.Vol.46 No.1,pp.140.  
24 Ibid. 

13 
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Coordination-Focusing strategy and Diversification-Focusing strategy. In this period, 

the production function and the marketing function pursue both geographical 

expansions to complement the Coordination-Focusing strategy, simultaneously. This 

kind of mutual complement has been impossible due to the limited resources available 

within the firm. Once the firm reaches these points, however, learning and innovation 

enable the firm to make a strategic leap from the trade-off between the Global strategy 

and the Multi-domestic strategic to the mutual complement of Transnational in which 

each function can purse both strategies at a time(Bartlett and Ghoshal,1989;Benito, 

2003). Therefore, there are two inflections in the process of dynamic global strategy 

implementation: the points of Global and Multi-domestic. From each point of the 

inflections starts a new pattern of global expansion with a different slope from the 

past one, complementing the current strategy to move towards Transnational with the 

help of innovation and knowledge. As an ultimate goal of global expansion, a 

transnational company achieves global efficiency and national responsiveness 

simultaneously by shifting the productivity frontier outward, with which it can 

overcome the previous trade-off between standardization and customization.25 

2.4.2 Organizational Diversity 

For yet the “global diversity” has not been broadly used or universally accepted. 

Often, those varying interpretation stem from user’s national context, political agenda, 

dominant culture, or minority group identity-making the term “global diversity” even 

more complex.26  

 

Based on the global diversity, there are six dimensions divided into different 

subcategories for this subject, which regarded as the most significant scales in the 

global business areas nowadays. From the outer layer to the deepest and most 

intangible core dimension are: Civilization Orientation, National Identification, 
 

25 Hwy-Chang,M.& Min-Young,K.(2007). “A new framework for global expansion. A dynamic 
diversification-coordination model(DDC)”. Management Decision.Vol.46 No.1,pp.141. 
26 Ibid  
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Organizational Factors, Societal Formation, Individual Identification, and 

Personality/Style. And here we want to focus on Organizational Diversity Factors. 

 

According to the Organizational Diversity Factors, the organization serves as 

mediator between the broader diversity influences (such as civilization and national 

identity) and those personal diversity dimensions that employees bring to the 

workplace.27 Company was evaluated from scales as follow: Work Content/Field, 

Functional Level/Classification, Seniority, Division/Department Work Unit, Union 

Affiliation, Work Location, Management Status. Domestic diversity efforts have long 

identified these organizational dimensions.28 Concerning to marketing diversity it 

focuses the resources of a firm on expanding geographical diversity. We would like to 

know more about the competition among subsidiaries in one company; the 

relationship between Sales Organization and R&D Department; the combined 

situation of various business units in the network and the practice of local department 

in the internationalization. 

 

Generally speaking, organizational diversity contains clear definition of boundaries of 

the phenomenon, conditions of the firm, and also business case call for that. The 

business case of diversity is built on the arguments that diverse workgroups can 

improve organizational performance under these new demographic conditions 

(Konrad, 2003).29 

2.5 The Relationship of the Theories 

According to the above explanation, the Uppsala Internationalization Model and 

Dynamic Diversification &Coordination Model are core theoretical frameworks in 

 
27 Hwy-Chang,M.& Min-Young,K.(2007). “A new framework for global expansion. A dynamic 
diversification-coordination model(DDC)”. Management Decision.Vol.46 No.1,pp.141. 
28 Hwy-Chang,M.& Min-Young,K.(2007). “A new framework for global expansion. A dynamic 
diversification-coordination model(DDC)”. Management Decision.Vol.46 No.1,pp.141. 
29 Viktorija Kalonaityte, “Off the Edge of the Map: A Study of Organizational Diversity as Identity Work”, Lund 
Institute of Economic Research, P5 
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our research. The four concepts of Uppsala Internationalization Process Model are 

market commitment, market knowledge, commitment decisions and current activities. 

The DDC model divides the global expansion process of a firm into three stages.  

Specially, in the second period of trade-off between standardization and customization, 

and the third period of mutual complementation, the four concepts can be reflected in 

these two stages. There are tight connections between these two dynamic models. 
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3. Methodology 

This part of the thesis describes the methods which had been used. Initially the paper 

investigates the methods that have been illustrated by the theory and how we carried 

out the methods practically and a brief outline of the interview procedure. 

3.1 Research approach 

Quality is the essential character or nature of something; quantity is the amount. 

Quality is the what, quantity is how much. Qualitative refers to the meaning, the 

definition or analogy or model or metaphor characterizing something. While 

quantitative assumes the meaning and refers to a measure of it.30 

3.1.1 Quantitative 

Quantitative research seeks to establish facts, make predictions and test hypotheses 

that have already been stated. A large data of the data analysis of quantitative research 

is statistical. Using quantitative methods, you gather data with an instrument, such as 

a stopwatch or a structured questionnaire, and then quantify relationships between 

variables derived from the data. A quantitative research shows it’s identify when the 

opinion of hundreds of people are analyzed.31 

3.1.2 Qualitative 

Our method of collecting information is based on qualitative research which is a 

strategy that usually highlights words rather than quantification in the collection and 

analysis of data.32. In a qualitative research information which can’t be measured in 

figures and number, is collected, analyzed and interpreted. The main idea of this 

 
30 Boris,B. & Donald R.C &Pamela S.S. Business Research Methods. Vol.2. No.4. pp.124. 
31 Http://www.okstate.edu/ag/agedcm4h/academic/aged5980a/5980/newpage16.htm 
32 A. Bryman, Social research methods. Second edition, 2004, pp. 20-21 



  Diversity in the Process of Internationalization: A Case Study on Ericsson   

18 

method is through different sources of information, gain a deeper understanding for 

the problems investigated, as well as to be able to describe then general picture of the 

reliability in which the problem is involved.33 Qualitative data are attractive for many 

reasons: they are rich, full, earthly, holistic, and real. Their face seems unimpeachable, 

they preserve chronological flow where that is important, and suffer minimally from 

retrospective distortion; and they, in principle, offer a far more precise way to assess 

to causality in organizational affairs than arcane effort like cross-lagged 

correlations.34  

 

The differences between these two types of research methods are shown in the 

following table. 

 Qualitative research  Quantitative research 

Object To gain understanding of reasons 

and motivations 

To quantify data and 

generalize results 

Sample Small number of non representative 

cases 

Large number of non 

representative cases 

Data collection Unstructured Structured 

Data analysis Non statistic Statistic 

Outcome Develop an understanding Recommend action 

Source: Maltotra <Marketing Research: an applied orientation> 1996.pp.164 

3.2 Data Collection 

Data is defined as facts (numbers and figures) that do not represent any information as 

such, that can be processed or put within the right framework to obtain information. 

Data collection can be of two types are Primary data and Secondary data.35 

                                                        
33 P. Lekwall, C. Wahlbin. Information för marknadsföringsbeslut. 1993, p.141 
34 Pervez,G. & Kjell, G. “Data Collection”. Research Mrhtods in Business Studies. Vol.8. pp.87. 
35 Joerg, B & Mingzhe,Z.(2002) “Implication of Banks New Services in E-Commerce”. Vol.2,pp.8. essay in Gavle 
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3.2.1 Primary data 

Various methods and techniques are included such as face-to-face interview, 

questionnaires, meeting and discussion with the interviewees of the organization. 

These manners help to define the research problems rather than to develop a 

conclusive solution.  

 

The main advantage of primary data is that they are collected for the particular project 

at hand. It means that they are more consistent with our research questions and 

research objectives.36 However, the primary data is difficult to get access, moreover it 

take a long time and cost a lot.37 

3.2.2 Secondary data 

Secondary data is information or data that has been already been collected and 

recorded by someone else, usually for other purposes.38 The main advantages of using 

secondary data are that this approach saves time and money. 39  Furthermore, 

secondary data is depending on the source of the data, such data are often of high 

quality. This holds in particular for data offered by well-respected institutions such as 

local, national and international governmental institutions or well- know research 

agencies.40 

 

Nevertheless, the main problem with using secondary data is that they were not 

collected with specific research problem in mind. That is not detailed enough and it 

provides information on an aggregate level.41 

 
University. 
36 Pervez,G. & Kjell, G. “Data Collection”. Research Mrhtods in Business Studies. Vol.7. pp.82 
37 Ibid. 
38 Boris,B. & Donald R.C &Pamela S.S, Business Research Methods. Vol.3 No.10. pp.342. 
39 Ibid. 
40 Ibid. 
41 Ibid.  
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3.3 Methods applied for our study 

In this study, we use the primary data and secondary data and qualitative and 

quantitative methods to conduct our study. Our research method is visualized in a 

model of research design, see Figure 1. 

Figure 1: Model of research design 

 
Construction of research 

field 
 

 

 

 
Establish contact with 

case companies 

Identifying research 
issue 

Data analysis and 
conclusion 

Data documentation 

Developing research 
framework 

Deciding case 
company 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Source: (Own) 

The first stage of our study is to search and construct the research field, and then 

establish contact with companies as our case study. The target companies should has 

20 
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the following criteria: the firm should present the possibility of collecting relevant 

material, trust can be established with respondents and quality and credibility of 

material can be assured. In terms of such recommendation, we firstly established 

contact with two target companies: Ericsson AB and Huawei telecom technology Ltd,. 

Afterward, we decided which company is suitable for interview. Our consideration 

including, the company should have easily accessible location in Sweden, and Gavle 

would be better. From the recommendation of Michael schilling who is the senior vice 

president in the Chamber of Commerce of Central Sweden, we got in touch with 

Monika Lindgren who is a Customer Communication Manager in Ericsson.  

 

When the contact was established, we sent some more information about our study 

including research intension, questions and purpose to Monika via e-mail. At the same 

time as we final identified the research issue we also decided the case companies. And 

then we developed the research framework, which started with a literature study 

within the area of internationalization, through research literature, articles, reports and 

internet. The literature study gave us an over view of the theoretical framework. The 

secondary data was applied from our courses books and relevant books which provide 

a theory framework and give a better picture for our analysis. We also make full use 

of exciting data from different resources: scientific articles related to our topic, Most 

of the articles that we used were found in the database Emerald; Company Website of 

Ericsson; Journals of Ericsson’s Annual Report. The main idea of this method is 

through different sources of information, gain a deeper understanding for the 

problems investigated, as well as to be able to describe general picture of the 

reliability in which the problem is involved.42 During this study we defined the 

purpose and the research question temporarily in this step but as important as a 

well-defined focus to guide the collection of data.  

 

 
42 Bryman, A. Social research methods. Second edition, 2004. pp. 20-21. 



  Diversity in the Process of Internationalization: A Case Study on Ericsson   

22 

Through a fully communication, we are fortunately to make an interview appointment 

with Monika in Customer Distribution Center Gavle. Monika Lindgren graduated 

from Uppsala University and started to work with economic, business and accounting 

areas. Now she has been in this position of communication manager for four years.  

 

Before a formal interview meeting, we communicated with Monika about our 

research direction and open-minded interview questions. We have chosen to construct 

and develop our perspectives as followed:  

 Marketing strategy diversity – various kinds of marketing activities approach to 

target markets. 

 Organizational diversity factors – such as work field, work unit, work location, 

management status, union affiliation. 

 Diversity of company’s code value – different scales and meanings of 

organizational culture which leading employees and stockholders’ working ethics 

in a company. 

 

This interview took place in the Skolgången 17 in Gävle Sweden. In the process of the 

interview, to avoid language barrier, we utilized the tape-recorder to note the whole 

interview conversation which lasted one hour and a half. And then type out all the 

dialogue about 10 pages for our empirical study. 

 

During the process of dealing with the first data, we found there is a specific 

perspectives Monika talked a lot in Ericsson’s internationalization which is 

“diversity”. And so we would like to detailed the topic which are tentative in the last 

step. Then we got the topic which we studying now – diversity in the process of 

internationalization.  

3.4 Critical reflection 

The limitation of our report is that it is difficult to interview other people who take 
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charge in other departments in Ericsson. If so, we can know more about Ericsson from 

different perspectives and solve the problems we investigated effectively. Moreover, 

there are still one disadvantage in turn that the kind of open-minded interview 

questions lack in generating precise answers, need to spend more time on getting full 

answer.  

 

During the writing process, we tried to look for information which is up to date and 

authentic. Some of the information from the internet which is not the primary data 

though we are aware this but we cannot guarantee the information is correct. 
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4. Empirical Study 

In this part we firstly give information on Ericsson and generally mention about the 

internationalization process of Ericsson. Then we would concentrate on two 

perspectives which are the most important diversity elements of the company’s 

internationalization: the marketing diversification strategy and organizational 

structures. Last but not least we would present the core values of Ericsson which have 

a close relationship with company’s advantages on becoming a world leading 

provider in telecommunication industry.  

4.1 General Information on Ericsson 

Ericsson is a world-leading provider of telecommunications equipment related 

services to mobile and fixed network operators globally. Over1000 networks in more 

than 175 countries utilize Ericsson’s network equipment and 40 percent of all mobile 

calls are made through Ericsson’s systems. Ericsson is one of the few companies 

worldwide that can offer end-to-end solutions for all major mobile communication 

standards.43  

 

According to Monika Lindgren’s introduction, Ericsson provides three business units: 

Communication networks, Global telecom services and Multimedia solutions. All 

these three business units are focus on making broadband everywhere on fixed and 

mobile; increasing coverage and capacity that communication for all; helping 

operators to manage their networks & systems integration in telecom services and 

think about multimedia and beyond.  

 

It is not overstate that Ericsson’s history is the history of telecommunication industry. 

Ericsson founded in 1876 in Stockholm and its headquarters is located in Kista of 

 
43 http://www.ericsson.com/ericsson/corpinfo/index.shtml 
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Stockholm. The Group’s CEO is Carl-Henric Svanberg. Ericsson has 78, 740 

employees till Dec.31, 2008 around the world which 19, 800 employees in R&D and 

30, 000 employees in the Services organization. There are 20, 155 employees in 

Sweden and 21% of which is women. There is more than half of the employee 

working in Western Europe while Asia Pacific has 19% which is the second largest 

scale last year. According to Ericsson’s percent of sales in 2008, India, China, United 

States, Italy, Indonesia, Sweden, Brazil, Spain, United Kingdom and Japan are 

Ericsson’s 10 largest markets all over the world. “And also the largest worldwide 

operators are all our customers such as Vodafone from England, AT&T and Verizon 

from America, Deutsche Telecom from Germany, NTT DoCoMo from Japan, China 

Mobile, France Telecom, Telecom Italia and Telefonica from Spain.” Monika said.  

 

From interviewee’s introduction, we know that the corporate responsibility & 

sustainability is an important part of Global Ericsson. This is about building enduring 

value-economic, environmental and social-for Ericsson and their stakeholders. And 

stakeholders could be anybody in that case. What’s more Ericsson would like to 

generate positive business impact and ensure that controls are in place to minimize 

risks if there is any risk.  

 

And for a Corporate Responsibility (CR) initiative, Ericsson has partnership with 

United Nations and Red Cross/Red Crescent. “Ericsson response organization would 

like to create a better, faster response to human suffering in disasters for volunteers. 

And we are very proud of this.” Monika said. “What Ericsson’s CR could do is that 

show up in 24 hours in somewhere has a disaster like earthquake. Build the radio base 

station, provide mobile phone, start communication as soon as possible.”  

4.2 Process of Internationalization 

According to the face to face interview, Monika gave us a company presentation. She 

said, since Ericsson started in 1876, it had expand their market share to Asia Pacific, 
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Middle East and Africa that became a famous telecom international firm. 

 

The process of Ericsson’s internationalization, the first thing should focus on is that 

know more about the market you would like to enter. Take a special example from 

Monika, “all our managers are participating in a specific education, training, before 

they become a manager. And also we have people in Ericsson working with the 

differences. So before you and your family go there. Then you will go some training 

program. In specific case, 800 people in Gavle have not been in the program of 

training course. But the people we working together with our sister company they 

have been in the training.” A company cannot manage globally if its managers 

identify primarily with local interests and objectives.  

 

At the Stockholm headquarters, managers emphasize the important of developing 

strong country operations, not only to capture sales that require responsive to national 

needs, but also to tap into the resources that are available through worldwide 

operation. Coming from a small home country where it already hires over a third of 

the graduating electrical and electronics engineers. Ericsson is very conscious of the 

need to develop skills and capture ideas wherever the operation in the world. But at 

the same time, local managers see themselves as part of the worldwide Ericsson group 

rather than as independent autonomous unit. Constant transfers and working on joints 

teams over the years has helped broaden many mangers’ perspective from local to 

global, but giving local units system wide mandates for products has confirmed their 

indentify with the company’s global operations. It is this ability for headquarters and 

subsidiary managers to view the issues from each other’s perspective that 

distinguishes the company that can think globally yet act locally.44 

 

Learn more about the integrated information and specific condition, developing 

comprehensive market knowledge and attitude can help the headquarter management 
 

44 Peter,J.B.,Pervez N.G. “Organizing the Multinational Firm”. The internationalization of the firm. Vol.IV. 
PP.308. 
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to make right decisions and make effort to the market activities. Ericsson had built, 

during the 1920s and 1930s, a substantial worldwide network of operations sensitive 

and responsive to local national environments; it had a strong home market base and 

parent company with technological, manufacturing and marketing capability to 

support those companies.45  

4.3 Diversity on Organizational Structures 

According to the organizational structure (Figure1), a clear picture is that different 
units own different business functions and that were integrated as a perfect 
management construction. 

 

4.3.1 R&D Organization 

A R&D program is essential to Ericsson’s competitiveness and future success. With 

most R&D invested in mobile communications network infrastructure, Ericsson’s 

program is one of the largest in the industry. The efficiency of the R&D activities has 

been improved, enabling a faster time to market for products and increased 

investment in new areas such as multimedia solutions while decreasing R&D as a 

percentage of sales. 

                                                        
45 Peter,J.B.,Pervez N.G. “Organizing the Multinational Firm”. The internationalization of the firm. Vol.IV. 
PP.308. 
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                                                            2007          2006            2005 

Expenses(SEK billion)                        28.8            27.5            24.1 

As percent of sales                            15.4%        15.3%          15.7% 

Employees within R&D                    19,300        17,000        16,500 

During 2008, R&D expenses, including the amortization of intangible assets from 

acquisitions, are expected to remain roughly the same in absolute terms as for the 

annualized run rate during the second half 2007. Currency translation effects could 

affect the actual level of reported spending.46 

4.3.2 Market Unit 

According to the view of Monika, we can get the point that Ericsson is the technology 

leader whose product has a high reputation. The product is their advantage, but they 

couldn’t sell the product without good services marketing.  

 

Our respondent said, when you look at the organization of Ericsson, the most 

interesting is here the market units. We have market unit’s local companies in 

different places in the world. Although the headquarters the head function are sitting 

in the Stockholm, Sweden, Kista. Then we have the local market working there. For 

example, India is a local market in Africa. We have a lot of local market works in a 

unit. But what you can market our product in the way that is suitable to the market 

then. We work with the global things and local things. And try to balance them. 

 

Ericsson has the market units to every local market, for marketing the appropriate 

product to the local market. But it also to the headquarter chief directly because 

Ericsson is the global company. The market units are working close to the customers. 

But the R&D unit also works together with market unit for the local market. The local 

market unit plays an important role because it is difficult for one head sitting here and 

then you think about manage the whole world. But maybe you can divide your market 

                                                        
46 “Board of Directors”, Journal of Ericsson Summary Annual Report 2007. pp.26. 
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units in different ways. 

 

Clearly, there is a close connection between R&D department and Marketing 

department. Due to the different targets, R&D department pays attention to research 

new product and develop product while the Marketing department focuses on how to 

sell the product efficiently and gain high profit. They cooperate well with each other 

for the firm, but there are still small fights between them. For instance, the firm offers 

much more source for the entire department because they have market share. Perhaps 

there must be a little competition for resources, for money, for employees. The 

interviewee said: if I work in R&D that I have to prove that I need a little bit more 

source and money. So that would have competition to show you are the best that you 

need more resources. You can gain more support. Generally speaking, corporation is 

most important topic.  

4.3.3 Business Units 

There are three business units in Ericsson’s organizational structure. Respondent said, 

this special business units are responsible for Ericsson’s tangible and intangible 

product respectively. In order to make the telecommunication possible, Ericsson 

supplies the network equipment and services. They also provide customer with 

telecom services for network operations and revenue generation. Also offer personal 

mobile devices, including supporting multimedia applications and other personal 

communication services. 

4.3.3.1 Business unit for network 

Ericsson is the world’s principal supplier of mobile networks. Networks account for 

about two-thirds of Ericsson’s net sales. Ericsson GSM and WCDMA (3G) networks 

share a common core network, indicating that previous investments are protected as 
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operators shift from Voice to multimedia centric networks.47 

 

This business unit have worked hard to scale advantages in mobile networks and to 

strengthen their fixed broadband and core network portfolios. This unit is trying to put 

Ericsson in an even better position for long-term profitable growth. 

4.3.3.2 Business unit for global service 

Ericsson’s service portfolio includes network and professional services, such as 

managed services customer support, consulting and education. This business unit 

takes charge for managing services, managing networks that serve more than 120 

million subscribers. This department’s operators can minimize risk by engaging 

Ericsson to integrate equipment from multiple vendors and handle technology-change 

programs, as well as to design and integrate new solutions.48 

4.3.3.3 Business unit for Multimedia 

Sales of multimedia stand for about 8 percent of net sales. As a fairly new business 

activity, growth and margins may fluctuate over the coming quarters. The multimedia 

organization was established January 1, 2007, and business development is well under 

way. It includes service layer products, revenue management systems, enterprise 

solutions and mobile platforms. The recently acquired companies TANDBERG 

Television and Drutt Corporation have reinforced our multimedia product portfolio.49 

4.4 Diversity on Marketing Strategy 

Diversity is integrated and communicated throughout Ericsson. For beginning with 

operation, the actions which comply with legislation and best practice in the area of 

diversity would be taken. In 2006, Ericsson chose a global approach to coordinate, 

 
47 http://www.ericsson.com/ericsson/corpinfo/compfacts/offering.shtml 
48 Ibid. 
49 Ibid. 
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support and encourages local diversity initiatives. Since then, a large number of 

diversity-related activities have been established at a group level in adding local 

activities. In order to report results on local diversity activities, they achieved and 

built a global diversity program, including a diversity manager and a system for 

reporting the outcome of local diversity activities. 

 

According to Ericsson’s current activities would be much easier to understand 

Ericsson’s diversification marketing:  

 Volvo Ocean Race. 

Volvo Ocean Race is one of the market events to enlarge Ericsson’s popularity. The 

name of the team from Ericsson in this sailing race is Ericsson Racing Team. “The 

Ericsson Racing Team is the first-ever yacht racing team in the world that is fully 

integrated” Richard Brisius who is the managing Director in Ericsson Racing Team 

has built a team to win by bringing together the sporting and commercial departments, 

just for forming one team sharing the same goals and the same method.50  

 

Volvo Ocean Race is also a way for them to show case their technology leadership 

and innovation. The result from the 2005-2006 races show that over 4,000 customers 

from operators and enterprises visited the Ericsson pavilion during the Volvo Ocean 

Race stopovers for technology seminars, demonstrations and meetings.51  

 

Not only to form a strong campaign, but also explore a new markets. This is also one 

of their diversification of marketing strategies that the route covers new and exciting 

stops in India, South-East Asia and China, thus visiting many of Ericsson’s important 

high growth markets.52 

 

Monika said it is just one way of their marketing strategy obviously. Such big 

 
50 http://www.raceforgrowth.com/business.html 
51http://www.ericssonracingteam.com/#url=/Ericsson-in-the-Volvo-Ocean-Race/content/Ericsson-in-the-Volvo-Oce
an-Race-2008-2009/) 
52 Ibid. 

http://www.raceforgrowth.com/business.html
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marketing strategy all over the world can help Ericsson easy access to local market. 

That is  just a tool for marketing which the boat stop in every harbor and have a big 

marketing events, at the same time, inviting the customers take part in a special event 

and show them some information and product about Ericsson. There is no doubt that 

the products and marketing should go hand in hand. 

 Ericsson Response Organization 

Ericsson’s response could be one stage of its marketing diversification. “When there 

is any disaster Ericsson Response Organization could show up in 24 hours and build 

ratio base station, as quick as possible to start the communication. And what we are 

volunteer.” said by Monika.  

 

For a Corporate Responsibility (CR) initiative, Ericsson has partnership with United 

Nations and Red Cross/Red Crescent. In an intangible impression for the customers 

these kinds of crisis could create a huge potential marketing chance although we all 

know that also should be the responsibility of a successful company.  

 Green Power Project 

Not only on the crisis but also for environment, “we would like to be green.” as 

Monika’s words. By 2013, Ericsson, the world's leading provider of 

telecommunications equipment and services, anticipates that there will be some 6.5 

billion mobile phone subscriptions in the world, compared to today's 3.7 billion.53 

And so Ericsson is facing a challenge with a combination of energy-efficient products 

and emphasis on network optimization. For example, deploy solar solution on 

Cambodia and middle Africa and build the wind power plant beyond electricity grid. 

For Ericsson, such alternative energy could be an economic and energy-efficient 

advantage to create profits for operators. And so in some degree it could be one of the 

diversity strategies of Ericsson.  

 
53 http://www.ericsson.com/ericsson/press/videos/2008/081215-green-power.shtml 
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4.5 Three code values of Ericsson 

As a prime driver in an all-communicating world, Ericsson has three core values 

which are Professionalism, Respect and Perseverance. (See Figure 5) For decades, 

they have provided service as guidance in the daily work- how to work with people 

and how to do business.  

Figure 5 

 

As we see, a committed base of employees is the most essential components in an 

organization. From the Ericsson database, today it has a global workforce of 74000 

employees, during 2007, the employee satisfaction achieve 70 percent while 60 

percent satisfaction is viewed as an area of strength. They have worked hard to make 

certain a prefect integration of the firms that they have acquired. In order to be 

successful, systems and processes should be arrange in a line. Most importantly, 

however, the people must recognize that they are part of the Ericsson culture. 

 

Every year, Sweden Ericsson would have employees from various countries and 

different civilization of its subsidiaries all over the world. “This training program is 

also called diversity of Ericsson.” Monika said. “We also have diversity programs for 

33 
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employees, for example, between male and female we should be as equal as possible. 

It’s important in Sweden that both parents should take care of kids. We try to push 

father to be at home as much as mother.” The diversity of Ericsson’s values could also 

be shown in some other ways. Like, for international Ericsson, everyone could apply 

jobs in Kista, Sweden. It couldn’t be something to stop people work in Ericsson for 

whose nationality. Be open-minded and respect which reflect the diversity of 

Ericsson.  

 

Except the three core values, the policies and directives that govern the relationship 

between internal and external stakeholders are Ericsson’s code of business ethics. The 

employees all over the world should frequently review the code to know about 

company’s business activities and agree with the company’s principles. 

4.6  Advantages  of  diversity  in  Ericsson’s 

internationalization 

Ericsson provides communication networks, professional services and multimedia 

solutions to the world’s largest and most demanding operators and service providers. 

They are also engaged in bringing telecommunication to benefit people in developing 

areas of the world.54 Diversity on business areas creates Ericsson’s strength primarily.  

 

With an ambition of being the prime driver in an all-communicating world, Ericsson 

believes they have technology leadership. For more than 130 years, Ericsson’s 

commitment to research and development has been at the heart of the company’s 

vision to provide the means for people everywhere to communication.55 Ensuring 

customers are first to market with the best networks and end-to-end solutions with the 

lowest total cost of ownership.56 Ericsson has powerful R&D department which 

 
54 Ericsson Summary Annual Report 2007 
55 Ibid.  
56 Ibid.  
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providing new ways to find out new production and it should be innovative 

end-to-end solutions. Customers could buy everything from telephone, networks to 

services. That is why Ericsson called it end-to-end. It means the whole package from 

the technology.  

 

Moreover Ericsson has good reputation on production and services. However, without 

a good service marketing Ericsson couldn’t sell its high quality product. Such as 

Volvo Ocean Race is Ericsson’s brand new way on marketing events. With kinds of 

successful diversification marketing strategy, Ericsson gaining acknowledged by the 

whole world.  

 

Ericsson has the largest customer base world-wide. There is over 40% of market 

around the world took up by Ericsson and they like works closely with customers. 

The essence of the telecommunication business is long-term and trusted relationships 

between vendors and operators.57 Ericsson would like to build strong, long-term 

customer relationships to understand customers’ needs and help them fulfill their 

business objectives. Simply put, operators know what they get when they choose to 

work with Ericsson-a trusted partner committed to making them as successful as they 

can possibly be.58  

 

Monika told us that Ericsson always thinks about how to be better in next time. That 

is called operational excellence. It refers to research or develop new technology and 

product. Only something on the system that should be a little bit better. Like cut and 

lower costs, to be cost efficient. Operational excellence, combined with our core 

values of professionalism, respect and perseverance, is instrumental to Ericsson’s 

ways of working.59 In short, a company that can deliver the best solutions most 

efficiently at larger volumes is difficult to beat. Ericsson attaches importance to the power 

 
57 Ericsson Summary Annual Report 2007 
58 Ibid.  
59 Ibid.  
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of the user. They would like the users to have any service on any device at any time any place at 

an affordable price.  
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5. Analysis   

In this chapter we combine the theory we used and empirical study we have done to 

discuss about how organizational diversity and diversification of marketing strategies 

show up in the process of internationalization. And we would like to discover the 

relationship between diversity and three code values.  

5.1 Diversity on Market Knowledge & Market Commitment 

The Uppsala Internationalization Process Model primarily deals with knowledge 

acquisition. The market knowledge is acquired through getting to know the customers, 

suppliers and relevant agencies and forming different relationship with these actors. 

In order to develop comprehensive market knowledge, Ericsson established lots of 

diversity programs to learn more about specific condition of the local market. 

Manager training program is one of the diversity programs. Ericsson is very conscious 

of the demand of global managers to improve skills and capture ideas, broaden their 

perspectives. Ericsson also accepts the culture diversity, civilization diversity of the 

managers who come from the national countries. The more Ericsson knows about a 

foreign market, the lower the market risk will be, it could overcome the obstacle to 

internationalization.  

 

A large number of diversity-related activities have been established at a group level in 

addition to local activities and achieved global diversity programs. The Volvo Ocean 

Race is one of the marketing strategy programs which mentioned in the empirical 

study. Via the competition race, Ericsson designs some commercial activities in each 

important harbor where Ericsson racing team would drop by. And which people in 

Ericsson they called it sporting and marketing. Actually, the racing boat is just a tool 

for marketing, so this current activity could be one of their diversification of 

marketing strategies to explore new markets.  
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The diversity also was reflected on Ericsson’s organizational structure. The different 

organizational units own different functions in the process of internationalization. 

Diverse workgroups can improve organizational performance under these new 

demographic conditions. The R&D department takes charge for Ericsson’s 

competitiveness and future success. Ericsson’s intangible and tangible products are 

marketed by different business units. One special organization is market unit that are 

launched in every local market for marketing the suitable product to the local market. 

Market units close to customers just for learning more about the whole local market, 

understand customer’s demand in order to acquire the market knowledge. 

 

According to the U-model, all tangible and intangible assets that a firm gathers in a 

specific geographical market make up its market commitment. The resources 

committed and the degree to which they are committed to a specific market. In 

Ericsson’s organizational structure, there are three special business units for tangible 

and intangible product respectively. In every local market, all the tangible and 

intangible assets that assemble together to be a local geographical market. The 

diversity of business units also reflect on the market commitment element in the 

process of internationalization. 

5.2 Diversity on Current Activities & Commitment Decisions 

As an ultimate goal of global expansion, a transnational company achieves global 

efficiency and national responsiveness simultaneously by shifting the productivity 

frontier outward, with which it can overcome the previous trade-off between 

standardization and customization.60 Ericsson mastermind kinds of activities getting 

close to customers, and responsive to customers’ needs such as Volvo Ocean Race. 

Ericsson breaks through a conventional marketing strategy to show its brand new 

picture to the whole world. It is an innovation as well as a diversification strategy on 

 
60 Hwy-Chang,M.& Min-Young,K.(2007) “A new framework for global expansion. A dynamic 
diversification-coordination model(DDC)”. Management Decision.Vol.46 No.1. pp.141. 
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marketing.  

 

Besides Volvo Ocean Race, we believe Ericsson’s diversity of marketing strategy 

could also be reflected in its responsive activities. In the urgent moment of crisis, we 

believe Ericsson’s volunteer responsibility could build a reliable image on telecom 

technology although that is a high-class social responsibility of a company. And so we 

consider it could be one of the approaches on diversity in intangible marketing. 

 

In the internationalization process, commitment decisions are decisions concerning 

the commitment of resources to foreign operations. According to DDC Model, from 

multiple-domestic to transnational market in the second stage and final stage, the 

diversification-Focusing strategy concentrates on resources of a firm on expanding 

geographical diversification. 

 

Ericsson has been active for a number of years in creating renewable energy solutions 

for radio base stations, especially in remote areas. Choosing some specific areas for 

“Green Power” is under the process of internationalization on diversification. 

Ericsson has such marketing strategies show that they evaluate the exciting market 

resources and try to utilize those alternative efficient-energy fully in the telecom 

service. The Green Power strategies is good for the current situation which in the 

shortage of resources period. It would bring huge profit for Ericsson and help them 

make a commitment decisions in the internationalization process. 

 

In a certain degree, all those significant activities related to company responsibility 

would also have some meaning on marketing strategy by diversity.  

5.3 Diversity & Three Code Values 

The code values of company run through the whole process of internationalization. 

And also, diversity gives expression to company’s value comprehensively. From 
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Ericsson’s three code values we know that Ericsson regards diversity as strength to 

provide equal opportunities to people. Ericsson accepts people come from different 

civilization and nations; shape some special training program for those people. In 

these training, Ericsson absorbs different civilization and has a diversity management 

on which, also spread abroad its own ideology at the meanwhile.  

5.4 Discussion  

In the process of internationalization, all the three scales of diversity mentioned above 

emphasize a coherence aim of internationalization that is company’s unification and 

standardization. At the first glance that diversity might be considered as a variance 

with this process of unification and standardization, however, through out the case 

study on Ericsson we found that diversity was widely used in the process of 

internationalization. Additionally, diversity was regarded as one of the successful 

elements in improving Ericsson’s internationalization. Diversity in marketing strategy 

means company could utilize various kinds of marketing events and activities to close 

to customers. We discussed a lot on the perspective of diversity in marketing strategy. 

We believe that Ericsson’s diversity in marketing strategy gives a representative 

expression to think globally and act locally. And from which Ericsson gaining more 

knowledge about the local market and understand what kind of services or products 

would customers need. And this intention could also be reflected in the scale of 

organizational structures such as Ericsson’s market units. But also, diversity in 

organizational factors refers to a process of absorb people from different civilization 

and nations. That is an essential procedure on enriching Ericsson’s workforce. What’s 

more, Ericsson’s multiple business units is also one of its strength in competitive 

capacities. In terms of this research, we found that diversity serve Ericsson’s 

compatibility in its internationalization process, combine a variety of resources of 

company, helping Ericsson achieving to unification and standardization.  

 

The diversity brought Ericsson’s internationalization into significant success and leads 
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it to be a noted international telecom brand. However, we argue that the diversity also 

is the riskiest of the company’s development and requires the most careful 

investigation. Because of the diversity, a business is easy to going into an unknown 

market with unfamiliar product offering, which lack of experience in the new skills 

and techniques required. Therefore, the company puts itself in a great uncertainly. In 

terms of large amount of data aforementioned in empirical study, we think that 

Ericsson already gained a great success in telecom industry. And which is also a 

limitation for its further development in some degree. From the negative effect of 

diversity, and the limitation of Ericsson’s market development that being forced to 

diversity when current product or current market orientation seems to provide no 

further opportunities for growth, spreading the risks on exploring new markets, we 

reckon the diversity in the process of internationalization as a conservative function 

although diversity is also approach on absorbing different resources for company. 

However, these resources are also combined then standardized to the aim of Ericsson. 

 

Does it change its function after a success in internationalization of Ericsson? The 

answer is yes. We hold a viewpoint that diversity changes from a conservative 

function to aggressive function after Ericsson being a representative international 

company. The reasons for these may be conquering new positions, taking 

opportunities that promise greater profitability than expansion opportunities. Through 

activities of Ericsson’s responsive organization and “Green Power” program, we 

could find out the intention of Ericsson from Ericsson on creating new positions and 

profitability opportunities. Nowadays, we more and more concern about our 

environment, and it is an obvious tendency that using energy-efficient power in 

commercial activities to create huge profits in the future. And also which provides 

potential business opportunities as well as enlarge business areas to international 

companies. And so we believe diversity changes into a different function after 

Ericsson’s successful internationalization.  



  Diversity in the Process of Internationalization: A Case Study on Ericsson   

42 

6. Conclusion 

It’s not exaggeration to say that the history of Ericsson is the history of 

telecommunication industry. “We are doing for broadband what we have already done 

for telephone-take it mobile and affordable for the majority of the world’s population” 

said Carl-Henric Svanber, President and CEO of Ericsson. And diversity is one of the 

key elements of Ericsson’s successful internationalization. In this thesis, we 

concentrate on three specific aspects which are diversification of marketing strategy 

and organizational diversity to conduct how they operate in the process of 

internationalization.  

 

We combined Uppsala Internationalization Model and Dynamic Diversification & 

Coordination Model as our theoretical supports. We applied a qualitative method, 

primary and secondary data collection to perform an empirical study. Afterward we 

discuss about how organizational diversity, diversification of marketing strategies and 

diversity of core values on company show up in the process of internationalization.  

 

First of all, based on the market knowledge and market commitment process of 

internationalization, in order to develop comprehensive market knowledge there are 

lots of diversity programs to learn more about integrated information and specific 

condition of the local market. The special organizational structure such as market unit 

and business units are launched in every local market for marketing suitable products. 

Moreover, in the process of commitment decisions and current activities, Ericsson 

evaluates the exciting market resources and tries to utilize alternative efficient-energy 

fully in the telecom service. Last but not least, diversity gives an expression to 

Ericsson’s value comprehensively and which run through the whole process of 

internationalization.  

 

From our case study, diversity was widely used in Ericsson’s internationalization. 
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However, it influences the process of internationalization indirectly. Through various 

kinds of business activities and performances, diversity brings Ericsson towards 

unification and standardization. Nevertheless, diversity has its own side effect on the 

process of internationalization. And according to this, we considered diversity plays a 

conservative function in this process. It does not like the positive strategy on 

extending market, company in this process would choose to be low keyed rather than 

aggressive. And we also believe that this function is changeable. When company 

already achieved the goal of being unification and standardization, like Ericsson, 

diversity shows up its aggressive impact after internationalization process. Related to 

Ericsson situation, now they are exploring alternative energy instead of existing 

materials. From a stage of sustainable development viewpoint, the mode of economic 

development turns into low-carbon orientation, which getting more and more popular 

nowadays. The Mobile Broadband in Ericsson promotes the low-carbon economic 

development. Introduce the Base Station Transmitter to lower emission of carbon 

dioxide 100 Dayton annually. Moreover, reducing the running cost of customer 

remarkably. This is a challenge, as well as a creation of new positions, new business 

areas, and commercial opportunities. These business innovations show the different 

function of diversity obviously.  

6.1 Recommendations for Further Research 

We just study and focus on three specific diversities on the internationalization 

process. For a wide range of diversity perform in this process, we believe it would be 

interesting and significant to study the other factors of diversity in internationalization 

of telecom companies. How these factors of diversity impact the process of 

internationalization.  
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