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Abstract
Previous studies show that internationalization generates relevant benefits in terms of

efficiency, learning and innovation. Global markets are particularly important for small and
medium-sized enterprises (SMEs), helping them to overcome limited domestic market and gain
valuable international experience and resources, which strengthen their managerial
capabilities. The main purpose of this dissertation is to analyse how having an
internationalization strategy since the very beginning can influence the success of SMEs.

To address this objective, a case study of the Portuguese SME LaPaz was adopted. This
research methodology allowed us to explore in-depth the internationalization process of
LaPaz, assessing how this SME’s early focus on international markets has shaped its growth,
global positioning, and overall performance.

The findings reveal that LaPaz’s early and deliberate international focus combined
with appropriate entry strategies and a coherent international marketing approach played a
decisive role in the success of this SME. This research also indicates that the adoption of a
standardized international strategy allows SMEs to maintain a consistent identity across
markets, reduce operational complexity, and achieve efficiencies that are especially important
for resource-constrained firms.

These findings contribute to the extant body of knowledge on
internationalization strategy, international marketing, and market entry strategies,
and provide relevant practical ~ recommendations for SMEs seeking to optimise
their internationalization strategies. Furthermore, this dissertation offers students the
opportunity to apply strategic management and international marketing concepts to a real and
dynamic SME and helps them understand the strategic challenges faced by an early

internationalized firm.
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Resumo

A internacionalizacdo gera beneficios de eficiéncia, aprendizagem e inovagdo. Os
mercados internacionais sao particularmente importantes para as pequenas € médias empresas
(PMEs), ajudando-as a superar as limitacdes do mercado interno e a ganhar recursos
internacionais valiosos, que fortalecem as suas capacidades de gestdo. Esta dissertacdo pretende
analisar como ¢ que o facto de uma PME ter uma estratégia de internacionalizacdo desde o
inicio pode influenciar o seu sucesso.

Para responder a este objetivo, foi adotado um estudo de caso da PME portuguesa LaPaz.
Esta metodologia permitiu-nos explorar em profundidade o processo de internacionalizagdo
da LaPaz, avaliando como o foco inicial desta PME nos mercados internacionais influenciou o
seu crescimento e desempenho.

Os resultados demonstram que o foco internacional precoce e deliberado da LaPaz,
combinado com estratégias de entrada adequadas e uma abordagem de marketing internacional
coerente, desempenharam um papel decisivo no seu sucesso. Esta investigacao também indica
que a adog¢do de uma estratégia internacional estandardizada permite manter uma identidade
consistente, reduzir a complexidade operacional e alcancar eficiéncias que sdo especialmente
importantes para empresas com recursos limitados.

Esta investigacdo contribuiu para a literatura sobre estratégia de internacionalizagao,
marketing internacional e estratégias de entrada no mercado,e providencia
recomendacoes praticas relevantes para PMEs que procuram otimizar a sua
internacionaliza¢do. Adicionalmente, esta dissertacdo oferece aos alunos a oportunidade de
aplicar conceitos de gestdo estratégica e marketing internacional a uma PME real e dinamica,
e de compreender os desafios estratégicos enfrentados por uma empresa que segue uma

estratégia de internacionalizacao desde o inicio.

Titulo: Como ¢ que ter uma estratégia de internacionalizacdo e um foco no mercado
internacional desde o comeco influencia o sucesso de uma PME?
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Introduction
The main objective of this dissertation is to analyse how having an internationalization
strategy since the very beginning can influence a firm’s success, particularly in the context of

small and medium-sized enterprises (SMEs), in Portugal.

Most extant research focused on large corporations, limiting managerial implications to
SME:s - despite the fact that in Europe they account for 99% of businesses and more than half
of GDP and employ around 90 million people (European Commission, 2024a and b). In
Portugal, SMEs are the main economic driver, they account for 99.9% of non-financial
companies, 63,6% of the gross value added and 77,9% of the employment (INE, 2024; Jornal
de Negocios, 2024). SMEs differ from larger corporations not just in size, but in objectives,
managerial style, and marketing (Carson, 1990), and they need guidance on how to manage
their brands internationally while keeping to their budgetary constraints. This study aims to

make a relevant contribution in this respect.

To address this objective, this thesis is centred on a case study of the Portuguese clothing
brand LaPaz. This research methodology will allow us to explore the internationalization
process of LaPaz, assessing how the company’s early focus on international markets has shaped
its growth, positioning, and overall performance. Understanding this process required a
comprehensive study of the main theoretical frameworks related to internationalization,
international marketing, and market entry strategies. These topics were selected carefully to
provide a structured foundation for analysing the LaPaz case and to ensure a deeper

understanding of the factors that determine success in early internationalized firms.

The empirical part of the thesis applies the theoretical insights to the case of LaPaz,
through an in-depth analysis of the brand’s internationalization strategy. To achieve this, this
research uses qualitative data collection methods, including semi-structured in-depth
interviews. The interviews provide a valuable perspective on how the brand’s international
orientation has contributed to its development, offering first-hand insights into the company’s

vision, motivations, and strategic decisions

Ultimately, from a pedagogical perspective, this dissertation aims to offer students the
opportunity to apply strategic management and international marketing concepts to a real and
dynamic SME. By analysing the internationalization process of LaPaz, this teaching case helps
students bridge the gap between theory and practice, develop analytical and critical thinking

skills, and understand the strategic challenges faced by an early internationalized firm. Through



this pedagogical approach, the thesis provides relevant material for courses in international
management and international marketing, supporting a deeper understanding of how SMEs

expand and compete in global markets.



1. Method

1.1. Research Approach

The nature of this investigation is exploratory and descriptive, and it follows a
qualitative data collection approach. A case study methodology was adopted to acquire a deep
understanding of the particular situation under study (Adams et al., 2007). This method focuses
on particularization rather than generalization, making it ideal for understanding “how” and
“why” the adoption of an internationalization strategy by SMEs since the very beginning can
influence their success (Yin, 2018; Adams et al., 2007). A case study involves several sources
of information, including among others, observations and interviews, allowing the study of one
specific case or multiple cases, in detail (Creswell, 2013). LaPaz was selected as case study for

its relevant early efforts in targeting international markets.

Therefore, by using a case study methodology, this research aims to provide insights
and answer two central research questions: “How can an early focus on international markets
impact SMEs growth, helping them achieve a better overall performance?” and “What factors

influence the success of SMEs internationalization strategy?”.

1.2. Data Collection Methods

Multiple qualitative data collection methods, stemming from primary and secondary

data were employed in this study, for a comprehensive analysis of the strategies and programs
implemented by LaPaz in international markets and to ensure a deep understanding of the

factors that determine success in an early internationalized firm.

Primary data was collected through interviews with relevant stakeholders. Interviews
are an insightful source for the development of a case study, as they focus directly on the topics
under study and provide causal justification to the problem (Yin, 2018). Following Adams et
al. (2007), we used semi-structured interviews. They allow for a more flexible approach, as
there is scope for participants to raise issues that the researcher has not anticipated (Braun &

Clarke, 2013). The interview scripts are presented in Appendix 1.

To select the interviewees, we employed a non-probabilistic purposive sampling method
as we selected individuals with expertise and access to relevant information to answer the
research questions (Patton, 2015). This sample includes the founders of LaPaz and the
responsible for LaPaz’s financial department, as they have relevant knowledge or experience

related to LaPaz internationalization strategy. Two interviews were conducted in November



2025 in person, lasting between 1 hour and 45 minutes each. The interviews were recorded with

the participant’s consent and transcribed thoroughly.

Secondary data includes raw and compiled documentary (both written and non-written
materials) and other multiple sources (Saunders et al., 2023). It is a solid source of information
as it can usually be retrieved repeatedly, exactly, and impartially, and it covers a broad range of
periods (Yin, 2018). Several documents were analysed, comprising brand communication
materials, articles about the brand and the fashion sector and documents on the

internationalization of SMEs.

1.3. Data Analysis

Primary data was analysed using the thematic analysis method to identify key themes and
patterns related to the research question (Braun & Clark, 2013). One of its main advantages is
flexibility, allowing the researcher to capture information within the data without being
restricted to any specific theoretical perspective (Braun & Clarke, 2006). Secondary data was

analysed simultaneously to complement and contextualize primary findings.
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2. Research Notes

2.2. Internationalization Strategy

2.2.1. Concept of Internationalization

Internationalization is a key concept in strategic management and marketing, reflecting
the growing connection between economies and the increasing need for companies to expand
beyond their national borders. Welch & Luostarinen (1988) define it as the process by which
companies adapt their operations, strategy, structure, resources, and practices to international
environments. Sapienza et al. (2006) also emphasize that internationalization is a gradual and
progressive process through which companies expand across borders in response to internal

ambitions and external pressures.

The reasons for internationalization are diverse. Root (1987) and Gupta & Govindarajan
(2000) identified three main reasons: the growth motive, which leads companies to seek
opportunities abroad when domestic markets become stagnant; the efficiency reason, which
allows companies to exploit economies of scale and optimize resources; and the knowledge
motive, which emphasizes the need to access new technologies, capabilities, and learning
opportunities. The globalization of consumers and competitors is increasingly forcing
companies to internationalize, both as a defensive strategy to stay competitive and as an

offensive strategy to grab new growth opportunities (Puig et al., 2014).

Hence, internationalization is a multidimensional and dynamic process that has evolved
from an option to grow to a condition for survival in an increasingly integrated and competitive
global economy (Puig et al., 2014). Internationalization is influenced by economic rationality,
behavioural learning, organizational resources, and network relationships, as well as managerial
vision and adaptability. Companies that effectively align these elements gain access to new
markets, technologies, and learning opportunities, reinforcing their long-term competitiveness,

while those that fail to adapt risk stagnation or decline in a globalized landscape.
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2.2.2. Internationalization and Performance

The relationship between internationalization and performance (I-P relationship) has
been one of the most debated topics in the literature on international business. Early studies
recognized that international expansion allows companies to exploit market imperfections and
achieve superior economic results (e.g., Grant, 1987). Internationalization allows companies to
spread fixed costs over larger volumes, reduce dependence on a single market, and gain market

power over suppliers and distributors (Caves, 1996).

Empirical research shows that internationalization can also improve performance
through higher revenues, greater efficiency, and enhanced innovation (Bharath, et al., 2014).
Firms benefit from risk diversification, reduced production costs, and the accumulation of
international experience, which strengthens their knowledge base and managerial capabilities
(Lu & Beamish, 2004). However, these benefits are not automatic. Internationalization involves
substantial costs, particularly in the early stages, such as high setup and coordination expenses,
the responsibility of foreign presence (Hymer, 1976), and the challenge of managing
geographically dispersed operations (Bartlett & Ghoshal, 1989).

In conclusion, internationalization represents both an opportunity and a challenge for
companies. When supported by solid resources, strategic coherence, and effective management,
it can generate significant benefits in terms of efficiency, learning, and innovation. However,
without adequate coordination, it can generate decreasing returns and greater exposure to risk.
Therefore, the effect of internationalization on performance should be understood as contingent
and dynamic, shaped by the specific capabilities of the company, market characteristics, and
the ability to balance global expansion with operational control (Johanson & Vahlne, 2009;
Assaf et al., 2012).

Regarding international companies, it is important to distinguish between two types of

companies, namely: Born Global (BGFs) and Early International Firms (EIFs).
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2.2.3. Born Global Firms and Early International Firms

The pace of globalization has led to the emergence of companies that quickly go
international after they are founded, challenging traditional models of gradual international
expansion. Among them, BGFs and EIFs stand out for their early involvement in foreign
markets. However, they differ in terms of strategic intent, resources, and pace of

internationalization.

Born Global Firms

The concept of BGFs describes companies that, since their creation or right after, try to
get a significant competitive advantage by selling products in multiple countries (Knight &
Cavusgil, 1996). These companies typically achieve international sales within two to three
years of their creation, often representing more than 25% of their total revenue (Luostarinen &
Gabrielsson, 2004). Unlike traditional companies that follow a path of incremental
internationalization, BGFs proactively seek opportunities abroad, guided by a global vision

from their inception (Knight & Cavusgil, 2004).

BGFs are generally SMEs characterized by high levels of innovation, flexibility, and
entrepreneurial orientation. As pointed out by Knight and Cavusgil (2004), these companies see
the world as a single market, where borders are not that relevant and competition is global rather
than local. They rely on intangible resources such as knowledge, technology, and network
relationships instead of traditional assets such as capital or physical infrastructure (Oviatt &

McDougall, 1994).

BGFs operate under conditions of resource scarcity, compensating through network-
based strategies and using relationships to gain international knowledge and market access.
These networks, composed by suppliers, distributors, and institutional partners, help to
overcome obstacles related to size and experience, making it easier to enter several markets

early on.

Knight and Cavusgil (2004) argue that BGFs have two essential orientations:
international entrepreneurial orientation and international marketing orientation. The first
reflects their proactive and innovative behaviour in seeking opportunities abroad, while the
second emphasizes understanding global customers and developing differentiated strategies to
serve them. This dual orientation supports fast market learning and increases adaptability,

allowing BGFs to effectively navigate uncertainty and competition.
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However, the success of BGFs has its challenges. Their rapid international expansion
exposes them to significant financial and management risks, as well as cultural and institutional
differences between markets (Moen & Servais, 2002). Resource constraints may also limit their
ability to sustain operations in multiple countries simultaneously, leading to overexpansion or
strategic misalignment. The sustainability of BGFS often depends on their ability to consolidate
their initial growth, formalizing organizational processes and building strong strategic

partnerships.

Despite these obstacles, BGFs represent a new paradigm in internationalization,
highlighting speed, knowledge intensity, and global vision. They challenge traditional theories
by showing that experiential knowledge can be quickly gained through digital networks and
channels, rather than through gradual learning (Johanson & Vahlne, 1977). Lastly, BGFs
demonstrate how entrepreneurial agility, innovation, and strategic networking allow even small

businesses to compete successfully on a global scale.

Early International Firms

ElFs also engage in international operations shortly after their creation, although their
approach differs from that of BGFs. EIFs typically expand abroad within the first three years,
usually in response to external opportunities or competitive pressures rather than a deliberate
global strategy (Madsen & Servais, 1997). Their internationalization process is generally more

gradual and reactive (Hashai, 2011).

Unlike BGFs, EIFs usually start with a domestic orientation, expanding internationally
when their domestic markets become saturated or less profitable. Their decision to
internationalize is often driven by pragmatic considerations rather than a pre-existing global
mindset. Consequently, they rely more on gradual learning and empirical knowledge (Johanson

& Vabhlne, 1977).

In conclusion, BGFs and EIFs differ essentially in strategic intention, orientation, and
capability base. While BGFs are founded with a global vision, EIFs internationalize earlier than
traditional companies, but usually in a more adaptive and incremental way. These two types of
companies can pursue two different internationalization strategies, the standardized
internationalization strategy or the adaptive internationalization strategy, which will be

discussed in the next chapter.
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2.2.4. Standardized vs Adaptive Internationalization Strategy

The debate between standardized and adaptive internationalization strategies has been
a central topic in international marketing for decades. Standardization refers to the
implementation of a common product, price, distribution, and promotion program across all
markets (Theodosiou & Leonidou, 2003), while adaptation involves adjusting these strategies
to meet local needs and preferences (Kotler et al., 2024). Levitt (1983) was one of the strongest
supporters of standardization, arguing that global consumer convergence would allow
companies to achieve economies of scale, a faster time to market, and a stronger competitive
position. This perspective emphasizes efficiency and consistency. However, critics point out
that cultural, economic, and infrastructural differences often make adaptation necessary
(Whitelock & Pimblett, 1997). In fact, Onkvisit and Shaw (2009) emphasize that international
environments are by nature more complex, as they involve multiple sets of uncontrollable
variables which can render a standardized strategy ineffective. Contingency theory highlights
that the effectiveness of either strategy depends on contextual factors such as market similarity,
cultural distance, industry conditions, and organizational resources (Theodosiou & Leonidou,

2003).

The adaptive strategy emphasizes the customization of the company’s strategy to local
markets. This may involve changes in advertising language, packaging or product features, or
entirely different business models (Dimitrova & Rosenbloom, 2010). Chung (2007) shows that
cultural factors particularly affect promotion, and that companies must often adapt their
communication while keeping other elements standardized. Adaptation recognizes cultural
diversity and can improve customer responses (Doole & Lowe, 2008), it has also been

associated with higher revenues and better export performance (Zaaiem & Zghidi, 2011).

Standardization offers clear benefits, such as cost reduction, simpler coordination, and
higher brand equity through consistent global positioning (Ghantous, 2008, et al; Alexander &
Doherty, 2010). However, over-reliance on standardization can reduce the ability to respond
and increase the risk of market failure. Backhaus & van Doorn (2007) suggest that the choice
is essentially a trade-off between the economic benefits of a standardized approach and the
performance gains from adapting to local conditions. Several authors suggest that hybrid
approaches offer the most effective solutions (e.g., Ghantous, 2008), recognizing that the degree
of standardization or adaptation should depend on market conditions, industry dynamics, and

organizational goals (Gao et al., 2022).
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To better understand how the process of internationalization of a firm works, it is crucial
to also study its international marketing strategy, namely, its segmentation, targeting and

positioning and marketing mix strategy.

2.3. International Marketing

2.3.1. Segmentation and Targeting

Market segmentation, targeting and positioning are often referred as the key pillars of
the marketing strategy (Wedel & Kamakura, 2002). Segmentation allows firms to more
effectively serve heterogeneous markets, by identifying groups of buyers with similar needs,

wants and behaviours (Bock & Uncles, 2002).

Segmentation differs across contexts: in business-to-consumers (B2C) markets it often
relies on demographic (e.g., age, sex, income, social class, occupation, education), geographic
(e.g., country, region, size of the city) psychographic (lifestyle, personality and values), or
behavioural factors (e.g., usage occasion, benefits sought, usage rate, usage status, brand
loyalty); while in business-to-business (B2B) it may be based on demographic (e.g., industry,
company size, number of facilities) and geographic variables (e.g., country, region within
country) but also on purchasing approaches (e.g., purchasing criteria, general purchasing
policies), situational factors (e.g., urgency, size of order) and relational ones (e.g. nature of

existing relationship, loyalty, buyer-seller similarities) (Cannon et al. 2016; Kotler et al., 2024).

Beyond domestic markets, segmentation is fundamental for international strategies
(Mora Cortez & Hidalgo, 2022). Identifying segments of countries helps companies apply a
uniform set of marketing decisions to a group of countries (Sethi, 1971), select appropriate
markets to enter (Cavusgil et al., 2004), and transfer their previous experience in one country
to similar markets (Sethi & Holton, 1973), making it easier to enter countries within the same
cluster where they have already been successful (Sheng & Mullen, 2011). This initial stage of
international market selection enables firms to screen out unattractive groups of countries and
provides relevant “general insights” about the market (Steenkamp & Ter Hofstede, 2002, p.
199):

Overall, segmentation provides strategic value by enabling firms to better target
customers, allocate resources, differentiate activities, and strengthen brand positioning at local,

international, and global levels.

16



Targeting can be defined as the selection of the target market(s). According to Kotler et
al. (2024) and Cannon et al. (2016), a company may follow a single target segment approach
and target a small share of a broader market. Although this strategy entails a higher risk, it may
allow the company to acquire a strong knowledge about the segment(s) needs/wants and,
therefore, achieve a stronger market presence. Another possibility is for the company to follow
a multiple target market approach, choosing several different segments and treating them as
separate markets needing a different marketing mix. Companies that follow this strategy aims
to achieve higher sales and a stronger overall market position, but they should be careful to not
over-segment their markets (Kotler et al., 2024). Finally, companies may follow a combined
target market approach, combining two or more submarkets into a larger market that is served
through the same marketing mix strategy (Cannon et al., 2016). This strategy may help achieve
economies of scale and require less investment than developing different marketing-mixes for
different segments — making it especially attractive for SMEs with limited resources (Cannon

etal., 2016).

2.3.2. Positioning

Positioning is the process of “identifying, defining, and managing the perception that
relevant audiences have of an organization, product, person, or idea” (Zerfass et al., 2016, p.39).
In this sense, positioning determines the place the company seeks to occupy in target
consumers’ minds, with the objective of maximizing the potential benefits of the brand (Kotler
& Keller, 2012). It should be summarized into a value proposition that reflects the brand’s
points-of-parity and points-of-difference relative to competitors. Positioning can emphasize
unique symbolic aspects (e.g. social status), experiential (e.g. sensory pleasure) or functional

ones (e.g. price) (Kalafatis et al., 2000).

From a practical perspective, positioning is essential because if companies do not define
their positioning strategy, the market will position the brand by itself and obtained positioning
or brand image plays a critical role in consumer purchase decisions. Furthermore, as Knox
(2004) note, strong positioning helps clarify the brand’s essence, supports decision-making
across the organization, and ensures consistency in strategic direction. More recently, research
and practice highlight the importance of clear positioning statements, which specify who the
customer is and what problem the firm helps to solve (Agic et al., 2016; Harvard Professional,
2023; HBS Online, 2023). Ultimately, positioning represents the deliberate effort to occupy
valuable mental space in consumers’ minds, establishing a sustainable competitive advantage

and creating long-term brand value.
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2.3.3. Marketing Mix

Traditionally grouped into four dimensions - product, price, promotion, and place, the
marketing mix represents the tools through which companies create, communicate, deliver, and
exchange offerings that generate value for customers, partners, and society at large (AMA,
2021). Product refers to anything offered to satisfy a need or want, from goods and services to
experiences, organizations, or ideas. Price is the compensation for the goods or services
exchanged and may be set through value-based strategies (good-value pricing or value-added
pricing), cost-based strategies (costs plus margins), or competition-based strategies
(considering competitor offers and market dynamics) (Kotler et al., 2024). Other factors such
as the overall marketing strategy, market type, macroeconomic conditions, and price elasticity
also influence pricing decisions. Place (distribution) concerns the processes that make products
available to consumers, often involving intermediaries such as merchants, agents, or facilitators.
Channel structures can range from direct systems without intermediaries to complex multi-level
systems involving wholesalers and retailers. Distribution requires careful analysis of consumer
needs, the setting of channel objectives, the choice between intensive, selective, or exclusive
strategies, and ongoing management of channel relationships. Finally, promotion encompasses
all communication activities aimed at informing, persuading, and reminding consumers,
including message design, creative strategy, source selection, execution, and feedback

collection to ensure alignment with brand positioning.

2.3.4. Market Selection

The selection of international markets represents one of the most critical and strategic
stages of the internationalization process, as it determines the geographical scope of the
company's operations and strongly influences its future performance, risk exposure, and
competitiveness (Andersson et al., 2014; Al Qur’an, 2020). Choosing where to compete
internationally requires balancing opportunities and risks, aligning the market's potential with

the company's resources, objectives, and capabilities.

Scholars generally distinguish between two main approaches when it comes to
international market selection (IMS): the systematic (or analytical) approach and the non-
systematic (or behavioural) approach. The systematic approach is based on structured and
quantitative methods that allow the identification, evaluation, and prioritization of markets
using objective indicators such as economic size, growth potential, political stability, or trade

openness (Papadopoulos & Denis, 1988; Douglas & Craig, 1983). The main advantage of this
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method is its objectivity and replicability, allowing companies to make evidence-based

decisions and justify their strategic reasoning.

On the other hand, the non-systematic or behavioural approach highlights the subjective
and experiential aspects of the market selection, valuing the role of the manager's intuition,
personal experience, and social networks (Ojala & Tyrvdinen, 2009). Smaller and less
internationalized companies tend to follow this approach due to limited resources and

information constraints (Cavusgil & Knight, 2015; Clark et al., 2018).

Based on Aharoni's (1966) model, market selection proceeds in three phases: the
creation of ideas about potential markets, the evaluation and investigation of these ideas, and

decision-making based on managerial judgment.

One of the most widely recognized behavioural concepts influencing market selection
is the differences that exist between the home country and the host country in terms of language,
culture, business practices, and economic development. According to the Uppsala Model
(Johanson & Vahlne, 1977, 1990), companies typically begin their internationalization by
entering closer markets and, as they accumulate empirical knowledge, they progressively
expand into more distant markets. This process helps companies to minimize the risk while

improving their understanding of foreign environments (Dow, 2000).

More recent perspectives integrate knowledge-based and network-oriented views in
market selection. The knowledge-based view claims that companies with extensive
international experience and greater learning capabilities are more likely to adopt systematic
and research-based selection processes (Grant, 1996; Eriksson et al., 1997). Similarly, Network
Theory (Chetty & Agndal, 2007; Puthusserry et al., 2020) highlights the importance of business

relationships and alliances in identifying and exploiting international opportunities.

In addition to organizational factors, external environmental variables also play a
decisive role in market selection. Political stability, government legislation, trade barriers, and
institutional quality influence the attractiveness and feasibility of entering in foreign markets
(Cardillo, 1995). Cultural proximity and trust affect not only entry decisions but also post-entry
success (Robles, 1994; Shane, 1994).

Lastly, market selection is not a purely analytical decision, but a dynamic and iterative
process shaped by internal and external factors. By integrating insights from economic, cultural,

and strategic dimensions, companies are better equipped to identify markets that align with their
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capabilities, growth ambitions, and long-term goals. In this way, market selection is not just a
step in the internationalization process, but rather a strategic decision that determines the
company's path, defines its competitive playing field, and influences its overall international

performance.

After selecting the market, it is crucial to understand the different strategies firms could

use to enter in the selected markets.

2.3.5. Entry Modes

Entry modes are one of the most important decisions in the internationalization process,
as they determine how a company's products or resources reach foreign markets. Root (1994)
defines an entry mode as the institutional arrangement chosen by an organization to serve
international markets. Choosing an appropriate mode of entry requires balancing the company's
strategic goals, resources, and willingness to take risks, as well as the level of control that it

wishes to have.

A widely accepted classification, proposed by Pan and Tse (2000), distinguishes
between non-equity entry modes and equity entry modes. Non-equity entry modes include
exports and contractual arrangements, which are characterized by having a lower risk, a lower
commitment of resources, and limited control. In contrast, equity entry modes involve a greater
commitment through foreign direct investment (FDI), either in the form of joint ventures or
fully owned subsidiaries, which provide a greater control and profit potential, but also require
a greater investment and carry a higher risk (Agarwal & Ramaswami, 1992 et al). The decision
between these alternatives depends not only on the company's characteristics, but also on
environmental factors, such as the host country's conditions, the industry's dynamics, the

cultural and geographical distance, and the resources available to the company.

Among non-equity modes, exporting is the most common and very often the first step
in internationalization. Exporting offers opportunities for companies to increase their sales, to
develop economies of scale, and to diversify their risks, but it also brings challenges, such as
limited control over marketing, logistical issues, and the need to adapt products to local
preferences (Kotabe & Czinkota, 1992). Companies can export directly, using their own
distribution channels or foreign distributors, or indirectly, using intermediaries to manage sales
abroad. Contractual agreements, including licensing and franchising, represent another group
of non-equity strategies. While licensing allows foreign companies to use a company's

intellectual property in exchange for royalties, franchising extends an entire business model.
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These strategies are attractive for SMEs that wish to expand with limited investment, but they
also provide low control and have the risk of creating future competitors (Sharma & Erramilli,

2004).

Equity entry modes may require a greater commitment of resources, but they offer a
higher degree of control and potentially higher returns. Joint ventures combine the resources,
expertise, and networks of local and foreign partners, helping companies to reduce risk and
overcome cultural or regulatory barriers, but they can also generate conflicts and coordination
difficulties. Wholly owned subsidiaries, established through acquisitions or greenfield
investments, represent the highest level of commitment. Acquisitions allow companies to
quickly enter the market and access existing structures, while greenfield investments enable

companies to build operations that suit their needs (Barkema & Vermeulen, 1998).

The choice of entry mode is influenced by several determining factors. Market size and
growth potential tend to encourage capital-based entry, as larger investments can be justified
by long-term returns (Brouthers, 2002). Cultural and geographical distance, on the other hand,
can increase uncertainty, leading companies to choose cooperative modes such as joint ventures
(Madhok, 1998). Also, high levels of political or economic risk in host countries typically lead
companies to adopt less resource-intensive options, such as exporting or licensing (Erramilli &
Rao, 1993). Furthermore, the company's specific resources, capabilities, and its international
experience are key factors: companies with stronger assets and a greater global knowledge tend

to pursue strategies with a higher level of commitment (Agarwal & Ramaswami, 1992).

Johanson & Wiedersheim-Paul (1975) observe that companies usually start with exporting
and gradually increase their commitment as they gain experience abroad. For companies with
substantial resources, acquisitions or greenfield investments are common paths to achieving a
strong market presence and control. According to Forbes (2023), choosing an entry mode
requires a balance between speed of expansion, exposure to risk, and the need to adapt to local
markets. While smaller companies often resort to exporting or licensing to minimize risk, larger
multinationals tend to favour joint ventures or wholly owned subsidiaries in order to guarantee

control, build global competitiveness, and ensure long-term strategic positioning.
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3. Case Study

3.2. LaPaz

Founded in Portugal, in 2011, LaPaz is a fashion company. deeply inspired by the

Atlantic, its people, and its traditions. Since its creation, the brand has been dedicated to
capturing the essence of the coastal lifestyle, which is reflected in its collections.
LaPaz combines tradition and modernity and consistently invests in the quality and durability
of'its products. The brand works very closely with local manufacturers, promoting a sustainable
and ethical approach in its production. This connection with local craftsmanship not only
reinforces the brand authenticity but also supports the regional economy.

The history and identity of LaPaz are fundamental to understanding its marketing
strategy. The brand uses its cultural heritage and commitment to quality as pillars to
differentiate itself in a highly competitive sector, building an emotional connection with its
customers. LaPaz positions itself as a premium brand, focused on offering timeless pieces that
transcend passing trends. The brand stands out for its clean and minimalist aesthetic, which
reflects a relaxed and sophisticated lifestyle.

Besides the two founders, this SME counts with eight more professionals, who are
responsible for areas, such as logistics, finance, customer service and for managing the online

and physical stores.

3.2.1. Characteristics of the Organization

3.2.1.1.  International markets
LaPaz 's main markets are the following: the United States (US), the United Kingdom

(UK), Switzerland, Belgium, Canada, Italy, the Netherlands, France, and Germany. Spain and
Italy have been growing significantly, lately. Together, these ten markets represent 56% of the

company's turnover.

3.2.1.2. Competitors
According to LaPaz founders, its competitors are essentially independent labels that are

present in the stores where LaPaz also sells its products, such as Kestin (from Scotland),
Universal Works and YMC (from England), Portuguese Flannel, +351 and Isto. (from Portugal)
and Corridor (from the US). It is important to note, that LaPaz faces similar competitors in the
different markets as these brands are usually present at the same fairs as LaPaz and are sold in

the same stores.
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3.2.1.3. Sales

LaPaz sales were consistently increasing until 2020, when they stagnated due to Covid,
with the company achieving a turnover of €1,187,399.40. Then, from 2021 to 2022, sales
increased significantly, and the company increased its turnover by approximately 32.4%.
However, although 2023 was the year in which LaPaz reached its peak sales, achieving a
turnover of €2,118,674.48, the company's sales stagnated, with a growth of only 2.47%, and in
2024, LaPaz 's sales decreased by approximately 5.28% (see Figure 1).
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Figure 1: Evolution of LaPaz sales (2013-2024)

3.2.2. Presence in the Domestic Market vs. International Market
Although sales in the domestic market have grown significantly since 2020, LaPaz
presence in the international market is considerably larger, with international sales representing

70% of total sales (during this period, exports represented around 80%-85% of total sales).

3.2.3. Market in which LaPaz Operates

3.2.3.1. Current situation and main challenges in the market

Firstly, it is important to note that LaPaz operates in the mid-to-high segment of the

fashion industry.

The fashion industry is a multifaceted global sector and one of the most dynamic and
influential sectors worldwide, contributing significantly to employment, trade, and cultural
exchange (Eliassen et al, 2024). According to McKinsey (2025), the sector faces a period of

slow global growth. And while luxury fashion continues to dominate value creation, the non-
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luxury segment has recently emerged as the main driver of profit growth. However, persistent
inflation, geopolitical instability, and changing consumer preferences, caused by the COVID
crisis, the war between Russia and Ukraine and political crises, have intensified competitive

pressures and created a more unpredictable market environment.

For LaPaz, the COVID-19 crisis significantly disrupted the market for at least two
seasons. First, the pandemic had a major impact on the Japanese market, which was a very
important for LaPaz - the brand had 10 stores and a distributor and produced a collection
specifically for Japan. The company lost this market as, due to COVID-19, the Japanese
government decided to start promoting domestic consumption by setting very high tariffs on
foreign products. Later, the Ukraine and Russia war significantly affected the price of raw
materials, transportation, fuel, and energy, with the price of energy doubling, leading to a very
significant increase in costs. This had a major impact on the final price, affecting sales and
causing delays in production. It is important to point out that the industry is still recovering
from the crisis caused by the war, as costs remain very high, especially energy costs. Moreover,
as the increase in costs is also reflected in the increase in the cost of living of the population,
there has also been a decrease in the purchasing power, and consequently the consumption

levels have decreased.

The geopolitical and economic instability also contributed to growing pessimism and a
decline in consumer confidence indices. The consumption of discretionary items thus ceased to

be a priority for consumers and price became a more important factor in decision-making.

3.2.3.2. Impact of these challenges in LaPaz business

Since LaPaz is present in both the mid-range and high-end segments of the fashion
industry, the company was able to maintain relatively similar turnover levels despite the market
being stagnant. Indeed, customers, who may have previously purchased more expensive brands
are now choosing to buy LaPaz due to their reduced purchasing power. As LaPaz offers quality
clothing and accessories at relatively competitive prices, both consumers with higher budgets

and those with average budgets can purchase its products.

Although the tariffs imposed by Donald Trump’s government did not have a major
impact on the brand's revenue, at first, they contributed to increasing perceptions of uncertainty

and, hence, had a negative influence on LaPaz independent store’s customers buying behaviour.

In order to overcome these challenges, LaPaz decided to invest in the design of a more

effective website and in the development of new strategies to more effectively reach its business
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customers and final consumers. To increase its reach, LaPaz is investing in online and social
media communication. The company is also dedicating more resources to the management of
customer relationships and to market research to better understand customer needs and identify
interesting potential customers. In addition, to overcome perceptions of uncertainty, LaPaz
offers its customers a greater flexibility regarding product exchanges and invests in free stock
to ensure an appropriate fulfilment of customers’ request during peak sales times. Furthermore,
LaPaz tries to raise prices as little as possible, without affecting the minimum margin the brand

needs to maintain to ensure its financial sustainability.

3.2.4. International Strategy
Since the beginning, LaPaz's main objective has been the internationalization of its

business, which is why this SME immediately began to target foreign markets.

Initially, LaPaz sought to identify which were the relevant international fashion fairs
within the brand's market segment, the medium-high segment. And the brand’s
internationalization process started with its presence at these fairs. The first fashion fair LaPaz
participated in was in NY, followed by fairs in Paris and London. In its first year, LaPaz
managed to attract ten customers (independent stores with high-quality brands). At that time,
LaPaz had already secured two customers in Brooklyn, as well as others in London, Barcelona

and Japan.

The first collection created by LaPaz was the 2012/2013 winter collection and this
collection targeted international markets. It was only in 2014 that LaPaz opened its first store

in Porto, in Ribeira, and its online store, starting to also sell to the Portuguese market.

3.2.4.1. Adaptative vs standardized international strategy

LaPaz adopts a standardized internationalization strategy, as the brand founders believe
that it is the most efficient and effective way to serve different markets. Additionally, they
consider that, in the markets served by the brand, consumer preferences tend to be quite similar,
regardless of their country of origin. Furthermore, by following the same marketing mix
strategy in its different geographical markets, this SME can focus on taking the necessary

measures to ensure the high quality of its products and guarantee it grows in a sustainable way.
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3.2.5. International Marketing

3.2.5.1. Segmentation, targeting and positioning

Segmentation and targeting

Regarding demographic segmentation, LaPaz does not segment the market according to
biological sex or to age. Indeed, although the brand is known as a men's clothing label, it wants
to be perceived as a “universal brand” and ensure its pieces can be worn by anyone, whether
male or female, of any age, “from 12-year-olds to 80/90-year-olds”. And even though LaPaz
does not design products exclusively for women, given the versatility of its products, there are
women's stores that offer LaPaz products. Income is a relevant demographic segmentation
variable, as it conditions consumer fashion buying behaviour, and LaPaz offers premium

fashion for mid-to-high end fashion consumers.

Regarding geographic segmentation, LaPaz segments the market by countries and then
by cities and seeks to identify which countries and cities/regions within the country have the

greatest growth potential for the brand, selecting these markets as its targets.

Concerning psychographic segmentation, LaPaz aims to target fashion-oriented
consumers, who are interested in fashion and design and are brand-conscious but also tend to
have a more ecological lifestyle and value sustainability. Finally, regarding behavioural
segmentation, LaPaz does not segment the market by occasion, as the brand managers want its
products to be suitable for different occasions. Moreover, with regard to benefit segmentation,
LaPaz’s consumers are looking for classic, timeless, versatile products with a minimalist design

and made from high-quality materials.

In the B2B market, LaPaz targets mainly independent stores, belonging to the mid-to-
high segment of the fashion industry. Indeed, 80% of LaPaz’s business customers are
independent stores. The main customers of LaPaz are John Lewis department store, which
covers different regions in the UK, and the Huckberry store in New York (NY). This SME
avoids working with very large retailers, as this could negatively affect brand image.
Furthermore, large independent stores place very large orders, and LaPaz business model does
not allow it to supply large volumes, and this could negatively affect the brand sustainable

growth strategy.

It is also important to highlight that, before starting to work with a new fashion retailer,

LaPaz always seeks to understand from customers in that market, whether it makes sense to sell
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the brand in this new customer. This happens because LaPaz aims to develop close, long-term

relationships with its customers and values customer loyalty.

LaPaz target customers can differ widely from country to country, and even within the
same country. In England, for example, LaPaz's target customers vary from city to city and even
within a city. In London, for example, LaPaz can be found in streetwear stores that target a
younger, more informal audience, alongside with brands such as Stussy, Deus or Carhartt, but
also in more classic stores, like the Number Six men’s concept store. In more traditional cities,
as Edinburgh, LaPaz is mainly found in more classic stores which offer a selection of classic
and contemporary products (e.g., LaPaz linen shirts), like Frontiers, alongside brands such as
Barbour or APC. In Madrid, LaPaz has different types of customers and is present in both more
classic stores and streetwear stores. However, in its markets, LaPaz's customers tend to strongly

identify with brand narrative and what the brand stands for.

Positioning

With regard to its positioning strategy, LaPaz aims to be associated with high quality
and durability (enhanced by the country-of-origin effect). It also wants to be known as a
timeless and contemporary brand, and not as brand that follows trends. LaPaz also intends to
be associated with versatility, i.e., to be perceived as a transversal brand that can be used by
anyone on any occasion. Hence, the brand always uses models from different age groups, from

teenagers to people in their 70s.

In addition, LaPaz also aims to establish a close link to the sea, which can be
problematic. Indeed, although LaPaz offers a wide range of products, many high-quality stores,
due to the brand association with the sea, end up specially purchasing its products in the
summer, and ordering only lighter items (e.g., t-shirts or summer shirts). Thus, products
designed for the autumn/winter season, are not purchased as much by these relevant customers.
Therefore, in recent years, the brand has attempted to show that it owns other relevant
associations besides the ocean. For example, in some of its communications, LaPaz highlights
brand ruggedness by showing that its pieces are made from robust materials and suitable to the

winter.

It is also worth noting that the brand image in the different markets where LaPaz is
present is quite strong and favourable. However, the brand managers believe that, to expand the

brand reach and ensure it is known by more target consumers, there is still “a lot of work to be
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done”. To enhance brand awareness, LaPaz seeks to constantly innovate and to offer new

products and models every season, although it will continue to offer its iconic, classic models.

3.2.5.2. Marketing mix
Products

LaPaz has a wide product assortment, including t-shirts, sweatshirts, knitwear (jumpers
and cardigans), shirts, pants, jackets and coats, as well as scarfs and other accessories. LaPaz's
best-selling products are: (1) t-shirts; (2) sweatshirts and (3) shirts (see Figure 2). LaPaz's most
successful product is the CUNHA model (see Figure 3).
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Figure 2- Example of LaPaz products
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Figure 3: Example of different versions of the Cunha Model Sweatshirt

The brand products have a very recognizable and distinctive design, and they are always
made of high-quality and environmentally friendly materials that increase durability and
sustainability. All products are “100% made in Portugal”, which is very important, given the

country’s favourable reputation in the fashion industry.

LaPaz has collaborated with other Portuguese brands in the development of unique
pieces, as can be illustrated by the recent co-branding with Portuguese Flannel (see Figure 4).
These co-brandings help LaPaz reach new segments, enhance brand awareness and brand

image.
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Figure 4- Collaboration between LaPaz and Portuguese Flannel

It is also relevant to mention that the collection and sizes offered by LaPaz are the same
for all markets. Nevertheless, the assortment of products offered in each geographical market
may change, depending on the season the market is going through, on the climate and the target
audience. The product attributes that customers value may differ from market to market:
whereas in more conservative markets, customers value quality and the material of the clothes
above everything else, in more modern and younger markets, customers tend to value more

design.
Prices

The price base for LaPaz products is the same in all markets. However, there may be a
variation in the final price due to taxes and fees. Nevertheless, the profit margin that LaPaz
receives is always the same, therefore, the fluctuations in the final price are caused by external

factors linked with the economy of the different markets served by the brand.

The prices of LaPaz products can go from 30 to 405 euros, with tote bags being the

cheapest items in the collection and coats the most expensive ones.

As previously explained, the recent crises have had a major impact on LaPaz's operating
costs and, consequently, on the company's business. However, LaPaz seeks to increase its prices
as little as possible, without affecting the minimum margin the brand needs to maintain to

ensure its financial sustainability.

Distribution/Place

In relation to LaPaz's distribution strategy, this SME not only sells its products directly
to buyers and final consumers but also involves intermediaries to ensure an appropriate
coverage of the international target markets. The brand products are mainly sold through

carefully chosen physical retailers, such as multi-label independent stores who have the
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necessary marketing competencies to sell LaPaz products, whose image is consistent with the

desired brand image and who serve the target final consumers.

In the case of the retailers, LaPaz presents and sells its products to buyers mainly through
its presence in international fashion fairs. LaPaz independent store’s customers send their orders
to the brand a few days after the fair specifying the desired products and quantities. However,
there are also some independent stores with high potential for LaPaz that do not participate in

fairs and are directly contacted by the company.

LaPaz also uses agents that represent the brand in international markets, help it find and
contact business customers, present the brand products and negotiate selling conditions. Agents
use their showrooms to present LaPaz products to target retailers, thereby attracting relevant

international customers for LaPaz.

Moreover, LaPaz also sells its products directly to final consumers through their own
distribution channel, namely, through LaPaz's own stores and online store. The online store is
an efficient and effective channel that allows the brand to sell directly to already loyal
customers, to consumers who are familiarized with the brand or who get to know it through
exposure to brand communication or word-of-mouth. The brand own stores represent a high
investment in terms of distribution, but they are relevant for allowing customers a direct contact
with the products, for the building of brand awareness and of a strong, favourable and unique

brand image.

Therefore, LaPaz’s distribution strategy not only includes direct channels, but also
indirect channels, with one level of intermediaries - fashion retailers, or two levels of
intermediaries- agents and retailers. In the case of retailers, the company follows a selective
distribution strategy, as its products are only sold through a low number of carefully selected

retailers.
Promotion

LaPaz promotes its brand and products through international fashion magazines, press
releases, Google Ads, and social media, such as Instagram and, more recently, TikTok. LaPaz's
main communication investment is on Google Ads (see Figure 5) and on Instagram, where the

brand uses different types of content (see Figures 6 to 9).
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Figure 5: LaPaz Google Ads
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Figure 6: Example of LaPaz informative post
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Figure 7: Posts showing the versatility of LaPaz
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Figure 9: LaPaz promoting a lifestyle related to the sea

Occasionally, LaPaz also invests in print advertising in high-quality fashion and lifestyle
magazines, such as L'Etiquette, L'Officiel, Monocle, and the Financial Times, with the aim of
building brand awareness and a strong and favourable brand image among international target
markets. The brand also tries to ensure the publication of articles about the brand in these

magazines, thereby stimulating publicity (see Figure 10).
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Figure 10: Articles about LaPaz

It is also important to note that LaPaz does not usually use endorsers - influencers or
well-known celebrities - in its communication. However, if there is a personality with whom
LaPaz strongly identifies, the brand typically offers this person a few items so that she/he will
promote the brand among friends and followers (e.g., Joana Schenker, a famous Portuguese

Bodyboarder and the musician Deven Drabanhart) (see Figure 11).
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Figure 11: Posts of famous people wearing LaPaz

In addition, LaPaz also communicates through its collaborations with artists who align
with the brand's values and identity. The most recent collaboration was between LaPaz and the
Portuguese band GNR - LaPaz developed a limited-edition collection that was sold at the band's

concerts (see Figure 12).
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LaPaz's communication strategy is quite consistent across all international markets.
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Figure 12:LaPaz collaboration with GNR

3.2.5.3. Market selection

As for the market selection strategy, LaPaz identifies which markets offer the greatest

growth potential for the company. Consequently, LaPaz has selected the European market, with
Paris and London as the main targets, the Japanese market, and the US market, with a special
focus in NY. In the map bellow it is possible to see the markets where LaPaz sells its products
(see Figure 13).
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Figure 13: Markets where LaPaz is present

In order to identify other potentially interesting international markets, LaPaz has been
doing a significant investment in research to identify stores in regions that are not being served
yet and that may also have a relevant potential and allow the brand to reach new international

consumers.
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3.2.5.4.  Entry modes
LaPaz enters markets mainly through exportation, trying to attract business customers

through fashion fairs, and agents. This SME always follows the same strategies regardless of

the international market.

LaPaz usually collaborates with agents who typically also represent other brands that
are consistent with the brand concept. LaPaz sells its products through agents mainly in the

markets of southern Italy, Benelux, UK and Spain.

LaPaz also seeks to target international markets through its presence at fairs. Indeed, the
company managers consider that this is a much easier and faster way to reach buyers,
contributing to a greater brand exposure and higher volume of sales. In the beginning, LaPaz
researched which were the most relevant fairs for its chosen fashion segment. This was very
important because there are very large trade shows that target more massive fashion markets, a

segment which LaPaz does not aim to serve.

The first fashion fairs LaPaz participated in were in Paris and NY. Later, this SME
participated in London at the Jackerequired fair. LaPaz was invited to participate in this fair by
its creators, who strongly believed in the brand’s potential. Later, LaPaz also started
participating in relevant fashion fairs in Berlin, such as Bread & Butter. The fairs are very
important because, as LaPaz has significantly invested in offering high quality products with
the best materials, the brand managers believe that it is essential that customers have the

possibility to feel the clothes and understand their quality.

There are independent stores with high potential for LaPaz that do not participate in fairs
and buy directly from brands. In this case, LaPaz sends these stores carefully designed
lookbooks so that the store managers can see its product portfolio in detail. Another strategy
used by LaPaz managers to reach these stores is to visit them in person when traveling and
present the brand and what it stands for. In addition, LaPaz also investigates which cities and
stores they would like to be present in and purposely travels to these locations to approach the

target stores.

It is also important to highlight that the support that LaPaz received from QREN and
Portugal 2020 has enabled a greater investment in market prospecting and international
projects. Thus, LaPaz has been able to participate in more fairs beyond those in Paris, NY, and
London, and they also began to participate in a fashion fair in Berlin and two in Japan. This

support also allowed LaPaz to undertake more market prospecting trips.
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3.2.6. Initial Investments Required for LaPaz's Internationalization Strategy.

One of the main challenges faced by LaPaz in developing an internationalization
strategy from the beginning was the high initial investment costs associated with the fairs
(including the fair fees and travel expenses), stocks, raw materials, and the first productions,
which contributed to difficulties in working capital management. In the beginning, LaPaz
received orders, produced items and paid for production, and customers only paid for the orders
about 30-60 days upon receiving them. As the brand grew, managing the working capital
became even more difficult. Indeed, with the increase in orders, LaPaz needed more working

capital for the periods between production and customer payment.

3.2.7. Impact that having a Strategy of Internationalization from the Beginning
had on the Company's Success

Firstly, following an internationalization strategy from the beginning was very important
for scale reasons. Indeed, the Portuguese market is quite small and there is a very limited
number of outlets where LaPaz could sell its products. The dimension and growth potential of
the Portuguese market would significantly limit the ability of this SME to grow. Therefore, the
fact that LaPaz immediately focused on fashion fairs in very large markets gave the company
scale from the very beginning and a strong chance of growth. Due to the brand’s early presence
in international fashion fairs, the fashion world soon started talking about LaPaz and creating a

favourable buzz around the brand.

In addition, LaPaz believes that when companies start to be successful abroad, in highly
demanding and competitive markets, it is always easier to recreate the successful business

model internally than when the opposite happens.

Furthermore, the general public in the Portuguese market has a low purchasing power
compared to other markets where LaPaz operates, and the critical mass is also very small, given
that the number of independent stores in Portugal that meet the quality standards LaPaz seeks
in its customers is still very low. Thus, operating in the global market from the beginning

enabled LaPaz to grow more quickly and efficiently.

It is also relevant to highlight that the investment LaPaz needed to make to participate
in fashion fairs and travel to enter international markets is similar to the investment the company
would need to make to open its own stores in the Portuguese market. Therefore, this decision
was also a decision related with the management of limited resources. Since LaPaz did not have

many resources in the early stages, the founders had to decide what would be more
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advantageous: going immediately abroad to find interesting potential customers or opening
stores in Portugal. They realized it would be better to first invest in the internationalization of

the brand.

Moreover, entering the international market right from the beginning made the process
of entering later in the national market much easier for LaPaz. In Portugal, LaPaz started by

selling in two or three independent stores and then the brand opened its first store.

3.2.8. Goals for the Future

In the future, LaPaz intends to invest in its own international retail business, with the
aim of opening its own stores outside the country, in strategic locations such as Spain, more
specifically Santander or Madrid. In the case of Madrid, this will be likely done together with
a partner, because of the investment required to open a store in Madrid’s high-end fashion

district.

This SME also plans to enter the Asian market, namely Japan and South Korea, since
the company’s business in these countries is currently practically non-existent and these are

very relevant target markets with a significant number of fashion-conscious consumers.

LaPaz also aims to make a greater investment in the US market. Indeed, although this
is already a strong market for the company, LaPaz's customers in this market are very dispersed,
and there are still several relevant regions and customer segments to explore. Hence, LaPaz
seeks to strengthen its position in the US market by entering, for example, the Californian

market

The company also intends to open pop-up stores for two to three months in cities such as
London, NY, and Paris. These pop-up stores would mainly serve to further test these markets
before opening own stores. Since these cities provide greater exposure for the brand, if the pop-
up stores are successful, it will be easier for LaPaz to eventually open stores in other markets

or cities.

37



4. Teaching Notes

4.2. Synopsis

LaPaz is a Portuguese menswear brand founded in Porto in 2011. It operates in the mid-
to-high segment of the fashion industry and stands out for blending traditional Portuguese
craftsmanship with a contemporary design inspired by the cultural and natural elements of the
Atlantic coast. From the beginning, LaPaz has pursued an international focus, fitting the profile
of a Born Global company. In its early years, the brand began participating in international
fashion fairs in cities such as NY, Paris, and London, which allowed it to attract independent

stores in several countries on different continents.

By adopting a standardized international strategy, LaPaz offers a consistent approach

when it comes to products, prices, and communication across all markets.

LaPaz collections are defined by their timeless, versatile, and minimalist design,
prioritizing durable, high-quality materials, entirely produced and manufactured in Portugal,

which reinforces the value of the “Made in Portugal” label.

Regarding LaPaz's main customers, they are independent fashion retailers who value
authenticity, sustainability, and a compelling brand narrative. The company has built strong
relationships with these retailers, enabling a sustained international growth despite external
challenges such as the COVID-19 pandemic and geopolitical instability, as the war between
Ukraine and Russia, which contributed to increased costs. LaPaz mitigated these challenges by
adopting a flexible approach to market communication, emphasizing brand identity and
customer proximity, while preserving its long-term vision of sustainable and continuous

expansion.
4.3. Goals

This case study offers students the opportunity to analyse the internationalization
process of an SME, focusing on LaPaz's initial global expansion in the fashion industry.
Designed exclusively for instructor use, the case supports classroom discussion, allowing
students to apply theoretical concepts to a real strategic context. Through the analysis of LaPaz's
development, the case illustrates how an SME develops an internationalization strategy from
the beginning and highlights the motivations, decisions, and challenges associated with
expanding into multiple markets. It integrates concepts such as Born Global companies,

standardization versus adaptation, market selection, entry modes, segmentation, targeting,
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positioning, and marketing mix, encouraging students to relate theory to real-world

management choices.

The case is suitable for undergraduate and master's courses in international
management, strategy, and international marketing. It may be more effective if students are
already familiar with the main theoretical frameworks, and it is recommended that the case be
distributed at the end of the class so that students can prepare for the discussion. This case can
be used by instructors for group work, classroom debates, or individual assignments, promoting

interpretation, comparison of perspectives, and critical evaluation of LaPaz's strategy.

By working through the case, students should be able to achieve the following learning

objectives:

o Understand the motivations behind LaPaz’s early internationalization;

e Analyse the company’s development as a Born Global firm;

o Evaluate the factors influencing market selection;

e Assess the entry modes adopted and their relevance for the firm’s internationalization
process;

e Analyse LaPaz’s standardized international strategy;

e Analyse LaPaz’s segmentation, targeting, and positioning decisions as well as the firm’s
international marketing mix;

o Explore opportunities for future international growth and propose recommendations to

strengthen its market presence.

This case study about LaPaz's internationalization strategy may help students to bridge
the gap between theory and practice, to develop analytical skills, and to understand the strategic
complexities of a SME internationalization strategy.

This Teaching Note is intended for instructor use only.
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4.4. Questions

Question 1: What are LaPaz main characteristics that prove that the company is a Born
Global Firm?

LaPaz exhibits several empirical characteristics that demonstrate it was created and
developed as a Born Global firm. From its foundation in 2011, the company’s main objective
has been the internationalization of its business. Pursuing, in that way, an international
orientation, deliberately targeting foreign markets and participating in relevant international
fashion fairs as a primary route to export to international markets rather than waiting to
consolidate domestically.

Furthermore, during recent years international sales have accounted for around 70% of
total sales and historically have reached levels between 80%-85%, confirming that foreign
markets are the core of the company’s revenue base.

It is also important to mention that LaPaz sees the world as a single market, where borders
are not that relevant and competition is global rather than local, where its competitors are
essentially independent labels from different places around the world, such as Kestin (from
Scotland), Universal Works and YMC (from England), Portuguese Flannel, +351 and Isto.
(from Portugal) and Corridor (from the US).

LaPaz’s competitive horizon is clearly global: the founders consciously position the brand
alongside independent international labels present in the same stores and fairs, and the firm’s
marketing mix has been conceived to serve a cross-border clientele with similar tastes and
expectations. Operationally, LaPaz relies on intangible resources and relational capabilities to
internationalize: the firm invests in market research to identify high-potential independent
stores, uses fairs as a channel to meet buyers, builds long-term relationships with retailers and
works with agents where appropriate; when stores do not attend fairs the brand sends carefully
designed lookbooks and the founders travel to present the collection in person.

These network-based activities, together with a brand identity that emphasises quality,
timelessness and “Made in Portugal” authenticity, allowed LaPaz to overcome the typical
resource constraints of a young SME and to develop an immediate and sustained international

presence, which is precisely the pattern observed in Born Global firms.
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Question 2: What was the impact of having an internationalization strategy since the
beginning (referring the main advantages and disadvantages) for the organization
performance?

Adopting an internationalization strategy from start had a decisive impact on LaPaz’s
performance.

Regarding relevant advantages, going abroad from day one created the scale and exposure
that the small Portuguese market could not offer, enabling faster growth, higher revenues and
strong brand recognition in demanding fashion markets. Furthermore, the early presence in
major fairs and in cities such as NY, Paris and London generated critical word-of-mouth and
favourable visibility that later facilitated domestic expansion, and the international focus
allowed the firm to diversify demand across several countries, reducing dependence on a single
market and exploiting a larger base of premium and mid-high consumers.

This strategic choice was also appropriate from a resource-allocation perspective. The
case shows that the initial investments required to participate in key fairs and to travel for
market prospecting were comparable to the investments that would have been needed to open
retail stores domestically. Thus, the founders considered that exports and fair participation
would be a better use of scarce resources to achieve higher potential demand abroad.

However, the early internationalisation created also important disadvantages and risks.
The firm faced meaningful working capital pressures in the initial collections because
production had to be financed months before buyers paid (payments typically arrive 30—60 days
after delivery), and fair fees, travel, stock and raw-material costs strained liquidity as orders
and production scaled up. Dependence on foreign markets also made the company sensitive to
external shocks: the COVID-19 crisis led to the loss of traction in Japan and trade and tariff
uncertainties in other geographies temporarily reduced orders, while geopolitical events and
rising energy costs increased production and logistics expenses and compressed margins.

In practice, LaPaz’s performance trajectory thus combined the benefits of rapid revenue
growth and brand building abroad with the managerial challenges of financing growth,
managing cross-border operations and cushioning the firm against market shocks. Overall, the
international strategy delivered stronger growth and reputation than a domestic-first path would
likely have achieved, but it also required careful working-capital management and adaptive

commercial practices to mitigate the heightened exposure to global volatility.
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Question 3: Describe and evaluate LaPaz internationalization strategy, entry modes and
market selection strategy, and explain how internationalization theories can be applied to
this case.

Standardized Strategy

LaPaz’s internationalization strategy is coherent, pragmatic and closely aligned with the
firm’s resources, identity and long-term objectives.

The company adopts a largely standardised approach to product, pricing and
communication, offering the same collections and price base across markets while adjusting
assortment by climate and seasonal demand where necessary. This consistency supports a clear
and recognisable brand image, timeless, versatile and rooted in Portuguese craftsmanship, and
allows LaPaz to focus on ensuring the high quality of its products, brand exclusivity and global
consistency. It also contributes to a cost reduction, simpler coordination, and higher brand
equity through consistent global positioning.

However, international marketing environments are by nature more complex than
domestic ones because they involve multiple sets of uncontrollable variables, including relevant
differences in consumer tastes, unique cultures, political systems, and regulatory frameworks,
each of which can render a standardized strategy ineffective if not carefully addressed.
Furthermore, over-reliance on standardization can reduce the ability to respond and increase

the risk of market failure.

Market Selection

Regarding market selection, LaPaz follows the non-systematic (or behavioural) approach,
as the company identifies which markets offer it the greatest growth potential. This approach
highlights the subjective and experiential aspects of the market selection, valuing the role of the
manager's intuition, personal experience, and social networks. Smaller and less
internationalized companies tend to follow this approach due to limited resources and
information constraints.

According to the Uppsala Model, companies typically begin their internationalization
by entering closer markets and, as they accumulate empirical knowledge and reduce
uncertainty, they progressively expand into more distant markets. Initially, LaPaz has selected
the European market, with Paris and London as its main targets. Then when the company was
already established in these markets, they decided to define as targets the Japanese market, and
the US market, with a special focus in N'Y. This process helps companies to minimize the risk

while improving their understanding of foreign environments.
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This selection process relies on trade fair attendance, market prospecting trips and the
mapping of independent retailers whose profile matches the brand, and it reflects a deliberate

balance between opportunity and feasibility.

Entry Modes

Regarding entry modes, LaPaz predominantly uses non-equity strategies, through
exportation.

Companies can export directly, using their own distribution channels or foreign
distributors, or indirectly, using intermediaries to manage sales abroad. In the case of LaPaz,
they use both, as the firm exports its collections directly to independent retailers secured
through fairs and sells via intermediaries, namely agents, in selected territories. In the case of
the direct exportation, it is relevant to know that there are independent stores with high potential
for LaPaz that do not participate in fairs and buy directly from brands. In this case, LaPaz sends
these stores carefully designed lookbooks or visits these stores in person when traveling (market

prospecting).

Exporting is the most common and very often the first step in internationalization,
especially for companies with limited international experience. It offers opportunities for
companies to increase their sales, to develop economies of scale, and to diversify their risks. It
also minimises upfront investment and operational complexity while enabling rapid geographic
coverage, and the company has made pragmatic use of public support programmes to finance
market prospecting and fair participation. However, exporting brings challenges, such as
limited control over marketing, logistical issues, and the need to adapt products to local
preferences.

The firm’s long-term plans, however, anticipate a gradual move towards equity entry
modes, such as open pop-up shops to test cities such as London, NY and Paris and, eventually,
own stores in targeted locations, once market knowledge, scale and resources make such
investments viable. This other type of entry mode offers a higher degree of control and
potentially higher returns.

Evaluated holistically, the strategy combines the benefits of a consistent global brand with
the flexibility of export-based entry, leveraging relational networks to overcome size constraints
while preserving the option to increase commitment as the firm grows. this approach has given

LaPaz international recognition, diversified revenue streams and operational learning, while
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keeping the firm exposed to the managerial burdens and financial cycles that come with export

expansion and a heavy reliance on foreign demand.

Question 4: Describe LaPaz international marketing strategies.

Segmentation and targeting

LaPaz segmentation strategy is very important as it provides strategic value by enabling
this SME to better target customers, allocate resources, differentiate activities, and strengthen

brand positioning at an international and national level.

Given that LaPaz operates in B2C markets, segmentation frequently relies on
demographic, geographic, psychographic and behavioural variables. LaPaz applies different
segmentation criteria simultaneously. At the demographic level, income plays an important role,
as the brand products are positioned in the mid-high fashion segment and, therefore, aims to
attract consumers with a higher purchasing power. In terms of geographic segmentation, LaPaz
seeks to identify markets that offer the greatest growth potential for the brand, particularly those
with a consolidated culture of independent retail and audiences who value high-quality
garments. Psychographic segmentation is also relevant, particularly lifestyle and values, as
LaPaz focuses on fashion-conscious consumers who value sustainability and prioritise
authenticity and timelessness over rapidly changing trends. Finally, in relation to behavioural
segmentation, benefit and loyalty are particularly important segmentation variables. LaPaz’s
aims to serve customers who look for classic, versatile products with a minimalist design and

made from high-quality materials. Moreover, this SME wants to serve brand loyal customers.

LaPaz follows a standardized international strategy, and its customer profiles tend to be
relatively similar across the different markets in which the brand is present. Hence, it is possible
to observe the use of a global segmentation approach and a combined target market approach.
Indeed, the company targets a few submarkets and combines them into one larger market served
through the same marketing mix. LaPaz aims to reach a clearly defined international segment
formed by fashion consumers whose preferences align with the brand’s identity and value

proposition.

In the B2B market, LaPaz segments the market according to geographic factors - such
as the country where business customers operate, and demographics - industry and size, but
also based on situational factors - size of the orders, and relational ones - customer loyalty and

similarity between the customer’s and LaPaz brand image, and targets mainly small
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independent concept stores, belonging to the mid-to-high segment of the fashion industry, that
make smaller orders, have a premium and sustainable image and are interested in building long-
term, loyal relationships with carefully selected suppliers, in the US, the UK, Switzerland,
Belgium, Canada, Italy, the Netherlands, France, Germany and Spain.

Positioning

From a functional perspective, LaPaz seeks to be associated with high quality and
durability, supported by the fact that all its products are made in Portugal using carefully
selected materials. The brand positions itself as timeless and contemporary. Indeed, LaPaz
focuses on offering products that remain relevant across seasons, reinforcing the brand’s
commitment to sustainability. Versatility is another element in the brand positioning: LaPaz
wants to be perceived as a transversal brand, whose garments can be worn by different types of

consumers, in different contexts.

Symbolically, LaPaz is strongly linked to the sea, summer and Portuguese coastal
culture, which contributes to an emotional and authentic brand narrative. More recently, LaPaz
has sought to complement this imagery by reinforcing a “tougher” side of the brand and

highlighting pieces made from more robust, winter-oriented materials.

To sustain brand awareness, LaPaz introduces new models each season while
maintaining a core set of classic pieces. This balance between innovation and continuity
strengthens the brand’s positioning, ensuring that it remains relevant without compromising its

timeless identity.

Marketing Mix

Product

LaPaz offers a broad assortment that includes t-shirts, sweatshirts, knitwear, shirts,
trousers, jackets, coats and accessories. The collections are characterised by a timeless and
versatile design, supported by high-quality materials and a clear aesthetic identity. Quality is
central to the product strategy: the company invests heavily in researching sustainable materials
and ensuring durability. While the core collection is consistent across markets, the assortment
purchased by retailers may differ according to local climate, seasonality and consumer

preferences.
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Price

LaPaz adopts a value-based pricing strategy consistent with its positioning in the mid-to-
high segment of the fashion industry. As the brand seeks to be associated with high quality and
durability, prices are defined to reflect the value delivered to consumers.

The price base for all LaPaz products is the same in every market, however, the final retail
price may differ depending on taxes, import duties and other market-specific economic factors.
These variations are therefore external and not the result of strategic price differentiation.
Although recent crises have significantly increased its production and operational costs, LaPaz
seeks to increase its prices as little as possible, while maintaining the minimum margin that

ensures its financial sustainability.

Place

LaPaz combines direct and indirect channels to reach its international markets. Most of
its sales are made through carefully selected independent retailers whose image and customer
base are aligned with the brand. These partnerships are mainly established through international
fashion fairs, where LaPaz presents its collections. When high-potential stores do not attend

fairs, the brand contacts them directly.

To enhance its international reach, LaPaz also works with agents who represent the
brand in specific markets, use their showrooms to present the collections and support the
negotiation and selection of suitable retailers. In addition to using retailers, the company sells
directly to final consumers through its own physical stores and online store. E-commerce allows
LaPaz to reach loyal and brand-aware consumers worldwide, while its own stores reinforce

brand awareness and helps the company to build a strong, favourable and unique brand image.

Promotion

LaPaz communicates through fashion magazines, press exposure, digital advertising and
social media. Instagram is the company’s main communication platform, where it presents
product-focused posts, showcases the versatility of its garments and reinforces its strong
connection to the ocean through imagery and storytelling. The brand also appears in
international publications, which help build brand awareness and support its premium
positioning. LaPaz rarely uses influencers or celebrities but occasionally collaborates with

personalities with whom the brand strongly identifies. Across markets, the communication
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approach remains consistent, aiming to inform, persuade and remind consumers while

maintaining coherence with the brand’s values and identity.

Question 5: How effectively does LaPaz’s internationalization strategy align with its
future expansion goals?

LaPaz’s future goals include investing in its own retail business, opening pop-up stores
in cities such as London or Paris to test these markets before opening LaPaz-owned stores,
strengthening its presence in the US market, and entering the Asian market, particularly Japan
and South Korea. To evaluate how effectively LaPaz’s current internationalisation strategy
aligns with these objectives, it is important to analyse the company’s standardized strategy, its

market selection practices, its choice of entry modes and marketing strategy.

LaPaz’s standardized strategy fits particularly well with all its expansion goals, as it
allows the company to maintain a clear and recognisable brand image that is timeless, versatile,
and strongly rooted in Portuguese craftsmanship. This approach helps ensure global
consistency, product quality, and brand exclusivity, while also enabling cost reduction and
simpler coordination across markets. Therefore, continuing with a standardized strategy would

support the company’s future growth in both existing and new markets.

Regarding market selection, LaPaz can continue applying the same approach for its goal
of further expanding in the US market, as this involves researching and identifying potential
buyers in new regions where the brand wishes to grow. However, to achieve the goals related
to opening its own stores and pop-up stores, LaPaz would need to conduct more extensive
research to identify the specific locations with the greatest potential for establishing these

physical spaces.

In terms of entry modes, LaPaz can maintain its current approach for the goal of
expanding in the US market, namely entering through exportation by selling to independent
stores and through agents, relying on non-equity entry modes. However, for the goals of
opening pop-up stores and LaPaz-owned stores, the company would need to complement its
current approach with equity entry modes. These would include establishing owned subsidiaries
or, when appropriate, joint ventures, particularly in markets where the required investment is
higher, such as Madrid. Although these modes imply a greater commitment of resources, they

allow for higher control and potentially higher returns. Joint ventures help reduce risk and
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overcome cultural or regulatory barriers, although they can generate coordination challenges,
while owned subsidiaries, either through acquisitions or greenfield investments, represent the
highest level of commitment and are typically necessary when the company aims for long-term

market presence.

Finally, regarding the goal of entering the Asian market, LaPaz has already followed its
usual market selection strategy, which enabled the company to identify Japan and South Korea
as the markets with the highest potential. For entry modes, LaPaz would again use its traditional
approach; however, in the specific case of South Korea—where the brand is not currently
present—a larger investment in research would be required to identify high-potential buyers,

relevant fairs, and potential agents.

From a marketing strategy perspective, LaPaz can adopt the same segmentation,
targeting and positioning strategies to accomplish its future goals. However, within the
marketing mix, achieving the objectives of opening pop-up or owned stores abroad would
require adjustments in the distribution strategy, since the company would begin selling directly

to final customers in additional international markets.
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Conclusion

In this study, we explored how having an internationalization strategy since the very
beginning can influence the success of SMEs. To address this objective, we have done an in-
depth analysis of the literature and a case study of LaPaz. This company is an example of a
SME that has successfully positioned itself in the global market since its inception. Since its
launch, LaPaz has been able to establish itself in external markets and achieve significant
international recognition while also increasing its presence in the Portuguese market. By
combining tradition and modernity, the brand has developed a strong and coherent identity,
supported by close collaboration with local manufacturers and a clear commitment to quality
and sustainability. The “100% made in Portugal” positioning played an important role in

reinforcing brand authenticity and customer trust.

LaPaz’s early and deliberate international focus was supported by continuous
investment in market research, which enabled the company to identify markets with higher
growth potential and select appropriate entry strategies. The adoption of a largely standardized
international strategy proved to be particularly effective, allowing the brand to maintain a
consistent identity across markets, reduce operational complexity, and achieve efficiencies that
are especially important for resource-constrained SMEs. This approach is closely aligned
with LaPaz’s international marketing strategy, which targets similar consumer segments across

countries through consistent positioning and a standardized marketing mix.

Despite its positive performance, LaPaz has faced several challenges throughout its
internationalization process, including high initial investments, working capital constraints, and
exposure to external shocks. More recently, the COVID-19 crisis, the war between Ukraine and
Russia, and the current geopolitical and economic instability have increased costs and
uncertainty in international markets, reinforcing the vulnerability of internationally oriented

SMEs to global disruptions.

Overall, this dissertation demonstrates that an early and well-defined
internationalization strategy, combined with a coherent international marketing approach, can
play a decisive role in the success of SMEs. By analysing LaPaz’s international trajectory
within the context of the fashion industry, this study provides relevant insights for both
academic research and managerial practice, offering a solid basis for further discussion on SME

internationalization.

Finally, some limitations must be acknowledged. The case study relies mainly on

interviews and secondary data, which may involve subjective interpretations and potential bias.
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In addition, the focus on a single SME limits the generalizability of the findings. Future research
could benefit from the inclusion of quantitative data and comparative studies across different

firms, industries, and geographical contexts.
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Appendix

Appendix 1- Interview

First of all, I would like to thank you for agreeing to participate in this interview as part of my
master's thesis at Catolica Lisbon Business School on the topic “How having an
internationalization Strategy and a focus on the International Market since the beginning
impacts the success of a SME? A case study of LaPaz.” My goal is to understand how a small
and medium-sized enterprise (SME) following an internationalization strategy from the outset
can contribute significantly to its success.

I would like to ask your permission to record this interview for later analysis. The information

collected will be used exclusively for the development of this study.

Introduction
1. To begin our conversation, could you briefly introduce yourself and explain your

connection to LaPaz? Could you also explain your role and your main responsibilities?

The origin and history of the brand

2. In what year was LaPaz founded?

3. What is the brand's purpose, mission, and vision? What led to the creation of the LaPaz
brand/what was the main goal you wanted to achieve with the creation of this brand? What did
you want to bring to the market that was new?

4. Could you explain the history and trajectory of LaPaz since its founding?

Company characteristics

5. I'would now like to ask you for some information that will be important for a more detailed
characterization of LaPaz. To this end, I will ask you a few questions.

5.1 How many employees does the company have and how has this number evolved since its
foundation?

5.2 What are the main markets to which you export?

5.3 In which markets are you most successful?

5.4  Approximately what percentage of LaPaz's turnover/sales do exports to each of these
markets represent?

5.5 Who do you consider to be LaPaz's main competitors? Do competitors differ depending

on the geographical market?
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Industry — characteristics and challenges

6. How would you characterize the sector/industry in which LaPaz operates?

7. Isita very competitive sector?

8.  What are the main challenges facing the international fashion industry today?

9. What are the major trends shaping the industry? How has LaPaz sought to respond to these

trends?

Internationalization strategy and mode of entry into international markets

10. Why did you decide, right from the brand's creation, to focus on the international market?
Was it a deliberate decision (or was it a matter of chance)?

11. What strategy did LaPaz use to select the international markets in which it operates?

12.  What strategies has LaPaz followed to enter international markets? In other words, how
does it enter international markets—through exports, by opening its own stores? Does it always
follow the same mode of entry in different markets?

13. What factors do they take into account when deciding how to enter international markets ?

Adaptation vs. standardization

14. Do you follow the same strategy to serve all the markets in which you operate, or do you
adapt your strategy to better serve each market?

15. Why did you feel the need to adapt/why did you not feel the need to adapt?

16. If you adapt your strategy for each market, do you consider this adaptation to be very

complex and difficult to manage?

Segmentation and targeting

17. Based on which criteria, or variables, does LaPaz segment its markets? If you do not do
so yet, what criteria do you consider relevant for segmenting markets? (Give examples of
segmentation criteria—for example, through geographic variables—segmentation by country;
through demographic variables such as gender, age or generation, or income level; through
psychographic variables such as lifestyle or values; or behavioural variables — such as the
occasion when people wear the clothes (e.g., more informal occasions), benefits sought (e.g.,
quality, durability, design, sustainability, price)

18. Which market segments did you select or choose to serve? (e.g., men, between X and Y

years old, with a lifestyle ...., who value...when buying clothes)
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19. Do you consider that consumers you have chosen to serve in different international markets
have similar characteristics? Are their needs and desires similar, do they value the same type of
benefits when buying clothes? Or do consumers in different markets have different needs and

clothing purchasing behaviors?

Desired positioning and brand image

20. What is LaPaz's desired positioning in the markets in which it operates (international and
domestic)? (What position do you want to occupy in the market—or what unique benefit (or
benefits) do you want customers to associate with the brand? /What fundamental association
do you want customers to make with the brand? /How do you want them to think about the
brand?)

21. Do you consider that the brand image in the different international markets (and in the
domestic market) is consistent with the desired positioning? (Do you believe that you have
achieved the desired position in the markets in which you operate?)

22. If you have not yet achieved the desired positioning, what will be important to do in this

regard?

Marketing mix strategy

Product

23.  What are the main products sold by LaPaz?

24. Do you sell the products that are part of the brand's portfolio in all markets?

25. Have you developed specific products to serve a particular market? If so, what led to the
development of this/these product(s) for this/these particular market(s)? If not, have you never
felt the need to do so?

26. Do you adapt your size range for international markets?

27. Do you develop products for the children's and women's markets?

28. Are your collections seasonal or timeless?

29. Do you think that customers in different markets value the same attributes/benefits when

buying clothing or fashion accessories?

Price:
30. What pricing strategy does LaPaz use in international markets?
31. Does LaPaz adopt the same price for all markets, or does it implement different prices for

each market?
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32. Ifit adapts prices, what are the reasons for this adaptation? (Are the differences due only
to differences in transportation/distribution costs? Or are they explained by differences in the

desired positioning of the brand in each market? Or other factors?)

Distribution:

33.  What are the main channels used by LaPaz to sell its products in the different markets
where it operates? Do you use online and physical channels? How important are they?

34. Do you sell through the LaPaz website and the brand's own stores? Do you only have your
own stores in Porto and Lisbon (anywhere else in Portugal?) or do you also have stores in any
international markets?

35. Do you also sell through intermediaries? For example, through multi-brand fashion
retailers, online and through their physical stores?

36. What process did you follow to ensure the distribution of LaPaz products through these
intermediaries in international markets? Do you use agents to represent LaPaz in international
markets?

37. Was participation in international fashion fairs important in making the brand known in
international markets and ensuring its distribution? Which international fashion fairs do you
usually participate in?

38. Do you work closely with the intermediaries that sell the brand in international markets?
What support do you give to intermediaries?

39. Is the strategy followed to sell LaPaz products the same for all markets in which you
operate? Why?

Promotion

40. What are the main communication strategies used by LaPaz to promote the brand and its
products? What are the main communication channels used, online and offline?

41. Do you invest heavily in social media communication? Which social media platforms are
you present on? Do you advertise on all of these social media platforms?

42. Do you collaborate with influencers in international markets? If so, can you give some
examples?

43. Do you advertise in fashion magazines or other media?

44. Do you sponsor any public figures in Portugal and in international markets? If so, which
ones?

45. Do you sponsor events?
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46. Do you hold events in the international markets where you are present? If so, can you give
some examples? Do you hold events specifically to help sell off stock?

47. Do you use the same communication strategy in all the international markets where you
operate? Why?

48.  In the case that you adapt your marketing mix strategy, or some components of that
strategy, for each of the international markets you serve, how do you think this leads to a more

favourable response from customers to the brand and greater brand loyalty?

Portugal vs abroad

49. How does the LaPaz Strategy differ between the domestic market and the foreign market?
50. Do you consider that the brand has a stronger presence in the domestic market or in the
international market? Approximately what percentage of sales are in the domestic market

compared to the international market?

Challenges

51.  What were the main challenges faced by LaPaz in its internationalization process in the
early stages?

52. And what are the current challenges of internationalization? (Are they still the same as
those faced in the beginning?)

53. How have you sought to overcome these challenges?

Impact of the internationalization strategy on the brand's success

54. How do you think the fact that LaPaz has pursued an internationalization strategy since
the brand's creation (or almost since its foundation) has influenced its success?

55. Can you give some examples of the advantages that the commitment to
internationalization has had for the success of LaPaz?

56. How has internationalization influenced the brand's trajectory and its growth process? To
what extent do you think the brand's trajectory would have been different if it had not focused
on internationalization from the outset?

57. If you could go back, is there anything you would have done differently in this

internationalization process?

Future

58. What are LaPaz's main goals for the future in terms of its internationalization process?

73



59. What are the next international markets you intend to enter? In which markets would you
like to strengthen the brand's presence?
60. Do you intend to continue with the internationalization strategy you have followed so far?

What aspects do you think would be important to improve?
Conclusion

61. Finally, I would like to sincerely thank you for your time and for your very important

contribution to my work. Would you like to add anything else?
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