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STRATEGICMARKETENTRYFACTORSAND MARKETSHARE
ACHIEVEMENTIN JAPAN

AdrianB. Ryans*
Universityof WesternOntartio

Abstract.In developingentrymarketingstrategiesfor newproduct
marketscompaniesmight be advisedto target productmarkets
where significantmarket shares are likely to be achieved. The
literatureon marketsharechangeis reviewedto identifysituational
and marketing strategy factors associated with market share
achievement.Certain hypothesessuggestedby this and related
literatureswerethentestedusinga databaseof productsintroduced
intotheJapanesemarket.Theresultsof thisanalysisindicatethat
a fewkey situationalandmarketingstrategyvariablesaccountfor
a large proportionof the variationin achievedmarket share in
Japan.

One of the most crucial decisions faced by managers responsible for the
developmentof an entrymarketingstrategyfor a new marketis the choice of
the targetproductmarketsegment or segments. The productmarketsegment
chosen is a major determinantof many of the factors that could ultimately
influence a company's success, such as customerresponsivenessto marketing
efforts, marketgrowth rate, productlife cycle stage, degree of competition,
andrateof technologicalchange. Managementmust identify a targetsegment
where the creative applicationof marketingresourceswill allow it to gain a
significant marketshare. Thus, in choosing between marketsand marketing
strategies,managementis forcedto incorporatejudgmentsaboutthe likelihood
of marketshare being gained in the various productmarketsand under the
various strategiesbeing considered. These decisions are particularlycrucial
for companiestargetingmarketsin foreigncountries,which may involve large
financial commitmentsover a significantperiod of time.
Marketshare seems to be an importantvariable to focus on in the choice of
productmarketsgiven its key role in the strategicmarketingplanningprocess
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andits frequentroleas thekey strategicobjectivein thatprocess[Jacobson
andAaker1985].Someof theearlyemphasison marketsharewas theresult
of evidenceof a close relationshipbetweenmarketshareandprofitability
[BuzzellandWiersema1981],whichwasoftenassumedtobe a directcausal
relationship.Morerecentresearch[JacobsonandAaker1985]hassuggested
thatthedirectimpactof marketshareon profitabilityis muchlowerthanhad
previouslybeenindicated,andthatmuchof theobservedcorrelationbetween
marketshareandprofitabilityappearsto be theresultof somethirdfactoror
factors.Thoughthisresearchweakensone of thebasicpremisesfor thekey
roleof marketsharein strategicplanning,marketshareshouldnotbe ignored.
As JacobsonandAakerthemselvessuggest,marketshareis arelativelyvisible
andeasilymonitoredindicatorof thesuccessof thepoliciesmanagementhas
been following. In fact, Bower and Garda[1985] have suggestedthat a
distinguishingcharacteristicof "marketdriven"companiesis theiruse of
shareratherthanvolumeorprofitas theprimarymeasureof success.
Despitethe key roleof marketsharein businessplanning,surprisinglylittle
attentionhasbeendevotedin the literatureto thestrategicfactorsassociated
withmarketshareachievementalthougha considerableamountof empirical
researchon theimpactof marketingmixvariableson marketsharehasbeen
reportedinthemarketingliterature[ParsonsandSchultz1976].Whileeconomists
have devotedsome attentionto the overallvolatilityof marketsharesin a
market,theyhavegenerallyfocusedon broadlydefinedindustriesandmacro
independentvariables,ratherthanon the narrowerproductmarketsandthe
microvariablesthataretypicallyof greaterrelevancetomanagers.Thisresearch
focusesonthestrategicproduct/marketdeterminantsof marketshareachievement
fornewentrants.
The basic premiseunderlyingthis researchis thatit may be advisablefor
companiesdevelopingentrymarketingstrategiesto try to identifyproduct
marketsegmentswheresignificantmarketsharesarelikelyto be achievable.
The literaturereviewcoversthe researchthatseems relevantfor the entry
strategydecisionwithparticularemphasisonthemarketsharechangeliterature
andtheparticularconditionspresentinJapanthatmightimpactonhypothesized
relationships.Some of the majorhypothesesresultingfromthis revieware
thenempiricallytestedin the contextof capitalgood andintermediategood
manufacturersintroducingproductlinesintoJapan.Thiswouldseemtoprovide
a stiff empiricaltest of the hypotheses,since the Japanesemarketis often
viewed as being differentandvery difficultto penetrate[De Mente1984;
JETRO1985;McMillan1985].Yetmanyauthoritiesrecognizetheincreasing
strategicimportanceof theJapanesemarketandtheneedforNorthArherican
andEuropeancompaniesto penetrateit, if they areto become,or remain,
viableglobalcompetitorsin theirindustry[Ohmae1985; HenzlerandRall
1986]. The resultsof the empiricalanalysisaregenerallysupportiveof the
hypothesessuggestedby the literatureandindicatethata few key situational
andmarketingstrategyvariablesappearto accountfor a largeproportionof
thevariationin achievedmarketsharein Japan.
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PREVIOUSRESEARCH

Froma strategicmarketingperspectivemanagersresponsiblefor entryintoa
new productmarket,whetherit be an exportmarketor a domesticmarket,
facethreedecisions:timingof entry,whatproductmarketsegmentsto target,
andtheactualentrystrategy.Thereis limitedempiricalresearchbearingdirectly
on theseissues.

Timing of Entry

Anemergingliteratureontheadvantagesanddisadvantagesof beingfirstinto
a market,i.e., beinga marketpioneer(e.g., Glazer[1985])promisesto shed
morelighton the entrytimingissue. An empiricalstudyby Robinsonand
Fornell[1985]on therelationshipbetweentimingof entryandcurrentmarket
sharefor some371 matureconsumerproductbusinessesin thePIMS(Profit
Impactof MarketStrategies)databasefoundastrongassociationbetweenthese
twovariables.At maturity(typicallytwodecadesormoreaftermarketentry)
marketpioneershadanaveragemarketshareof 29%,comparedto 17%and
12%for earlyfollowersandlatefollowers,respectively.Unfortunately,the
PIMSdatabaseonly provideddataon the marketand marketingstrategy
conditionsatmaturity,notatthetimeof entry.Thus,thisstudyprovidesvery
little guidancewith respectto the productmarketsegmentsthatshouldbe
targetedandtheentrymarketingstrategy.

Choice of Product Market Segments to Target

Indeterminingwhichproductmarketsegmentsto targettheliteratureonmarket
sharevolatilityormarketsharechangeis usefulin suggestingthefactorsthat
areor mightbe associatedwithmarketsharesshiftingbetweenfirms.From
the pointof view of the presentresearchthis suggestssomevariablesthat
mightbe determinantsof marketshareachievement.Onestreamof volatility
researchthathasbeenlargelyconductedby economistshasfocusedonmeasures
of theoverallvolatilityof marketsharesin anindustryormarketovera given
periodof time.'Theyhavebeenconcernedabouthowmarketstructureinfluences
oligopolisticbehavior.Theothermajorstreamof researchfocusesdirectlyon
marketshareachievementor changesin themarketshareof individualfirms
orbusinessunitsandhasinvolvedbotheconomistsandresearchersinmarketing.
Economistsin thisstream,suchas Shepherd[1979],havetriedto relatethese
changesinmarketsharetovariousaspectsof marketstructure.Theresearchers
inmarketinghaveusuallyhadamoredirectinterestintherelationshipbetween
certainindicatorsof themarketingstrategyof a firmandchangesin itsmarket
share.In some cases the same databasehas been used in both streamsof
research(e.g., CavesandPorter[1978];Lilliset al. [1985]).
Theresearchonmarketshareachievementorchangeandonvolatilityobviously
havea verycloseconceptualrelationshipandhaveoftenconsideredthesame
independentvariables.Forthepurposesof thisreviewtheprimaryfocuswill
beonthemarketshareachievementandchangeliteraturewithparticularemphasis
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on how it mightapplyin thecontextof NorthAmericancompaniesentering
theJapanesemarket.
Theempiricalstudiesonthefactorsassociatedwithmarketshareachievement
or changewhichhavethe mostrelevancefor the presentresearcharethose
conductedusingthe PIMSdatabase[Biggadike1977;Kijewski1978;Caves
andPorter1978;BuzzellandWiersema1981;andLilliset al. 1985].Before
discussingthefindingsfromthisresearchit is usefulto brieflydiscusssome
of the potentialbiasesandlimitationsof the PIMSdatabasefor addressing
issuesof marketshareachievement.Themeanmarketshareforbusinessesin
thePIMSdatabasehasbeenrisingovertimeastheresultof: (1)more"good"
than "poor" businessesbeing in the database;and (2) more businesses
implementinga segmentationstrategy,whichallowsfirmsto reportincreasing
marketsharesin smaller"served"marketsovertime[Kijewski1978, p.3].
Withrespectto studiesof marketshareachievementandmarketsharechanges
for individualbusinessesthissuggeststhatthePIMSdatabasemayhavetwo
seriousdrawbacks.Thefirstis a potentialselectionbias.Sincethedevelopment
of thePIMSdataforabusinessisverytime-consuming,acompanyis unlikely
to go to this troublefor a smallmarketsharebusinessin a negativegrowth
marketunlessthereis somethingparticularlyexcitingaboutits prospects.If
thisis thecase,thenbusinesseswiththesecharacteristicsinthePIMSdatabase
areprobablynotrepresentativeof theuniverseof businessesinsuchaposition,
andonemustbe carefulabouttryingto drawgeneralizeableconclusionsfrom
this sampleof firms.Thesecondpotentialproblemareais the definitionof
theservedmarket.As Kijewskihasnoted,thedefinitionof theservedmarket
(thebasisforthemarketsharemeasure)is atthediscretionof therespondent
in thebusinessunitprovidingthedatato thePIMSproject.Onemightexpect
thatthe corporatepressuresto showgainsin marketsharewouldbe highest
forthosebusinessunitsinmarketsexhibitingnoornegativerealgrowth,where
sales gains as a resultof marketgrowtharenonexistent.Onlyby showing
growingmarketshares(perhapsas a resultof redefiningthe servedmarket)
canthebusinessunit'smanagementdemonstratethattheyaredoinga good
job in a difficultenvironment.Giventhe difficultyof specifyingwhatthe
relevantservedmarketis, thereis usuallyconsiderableflexibilityin defining
it [Day1977,p.37]. Thus,theconclusionsdrawnfromanyanalysisof market
sharechangesusing the PIMSdatabasemustbe temperedby the possible
selectionbiasesandtherealizationthatmarketsharedefinitionsmaynotbe
consistentfromyeartoyearforaparticularbusinesscoupledwiththeprobability
thata changein definitionmaybe systematicallyrelatedto the realmarket
growthrate.
CavesandPorter[1978]usedthePIMSdatabaseto examinethedeterminants
of marketshareinstabilityto increaseunderstandingof howmarketstructure
influencesoligopolisticbehavior.Biggadike[1977]examinedfortynewPIMS
businessesandlookedat the relationshipsbetweenelementsof thebusiness
andmarketingstrategiesandthe financialandmarketperformanceof these
businessesin thefirsttwo andfouryearsafterentry.BuzzellandWiersema
[1981] used the PIMS databaseto examinethe effectivenessof various
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competitivestrategieson thesuccessof individualfirmsin buildingsharein
establishedbusinesses.Theaverageannualpercentagerateof increaseinmarket
sharewas usedas thedependentvariableandtheeffectsof suchcompetitive
variablesasnewproductactivity,relativeproductquality,priceandmarketing
communicationsactivitieswerestudiedusingregressionanalysis.GeneralElectric
[Lilliset al. 1985]useda similarapproachto developa setof strategicplanning
modelsbasedonthePIMSdatabasetoaidmanagersinevaluatingthereasonableness
of theirmarketsharegoals,giventhebusiness'marketenvironment,theproposed
marketingstrategyandtheirmarketingexpenditureplans.
Withthisbackgroundon thepotentiallimitationsof thestudiesbasedon the
PIMSdatabaseit is now useful to reviewsome of the findingsthathave
relevanceto thechoiceof productmarketsegmentto target.
MarketGrowthandProductLifeCycleStage.
The conventionalwisdomheld by manymanagersis thatmarketshareis
easiestto gainin fast-growingmarketsandat earlystagesof theproductlife
cycle, because: (1) new customers(end-usersand perhapsintermediate
customers)aretypicallyenteringthemarketandmanyof theselackestablished
relationshipswithsuppliers,(2) marketgrowthallowsallcompetitorstogrow
intermsof absolutesalesevenwhilemajorshiftsinmarketshareareoccurring
betweencompetitors,and(3)somesupplierswillunderestimatemarketgrowth
andwill be unableto satisfythe demandfor theirproductsleadingto a loss
of marketshare.Thefirstof thesefactorsis likely to be particularlykey in
theJapanesecontextgiventhestrongbondthatoftendevelopsbetweencompanies
andtheirsuppliersinJapan[DeMente1987;Itami1987].Suchcloseworking
relationshipsarelikelyto makeit particularlydifficultfornew firmsto gain
marketshareinJapaninmaturemarkets.Theworkof anumberof economists
usingNorthAmericandata[HymerandPashigian1962;Gort1963;Heggestad
andRhoades1976; Vernon1971; Allen 1981] all providesupportfor the
hypothesisthatmarketsharechangesaregreaterin fastergrowingindustries
andmarkets.However,Kijewski[1978],usingthePIMSdatabase,foundthat
marketsharechange(in eitherabsoluteor percentageterms)was greatestin
slow-growingmarkets.CavesandPorter[1978]foundno consistentevidence
in the PIMSdatabasefor the effectof marketgrowthrateon marketshare
changes.Giventheconsistentresultsfromtheotherstudiesandthelimitations
of thePIMSdatabaseforexaminingthisparticularrelationship,theKijewski
andCavesandPorterresultsmustbe viewedwith some skepticism.While
theempiricalresearchhasexaminedtherelationshipbetweenmarketgrowth
rateandmarketsharechange,a similarrelationshipbetweenproductcategory
life cycle stageandmarketsharechangewouldbe anticipatedgiventhekey
rolemarketgrowthrateusuallyplaysintheproductlife cyclestagedefinitions
(for example,see Kotler[1984]). Withrespectto the earlierdiscussionof
entrytimingproductlife cyclestageatentryis anindicatorof timingof entry.
Concentrationof Demandat theEnd-UserLevel.
In the contextof entryintoa new productmarket,concentrationof demand
attheend-userlevelmighthelpanentrantwitha competitiveadvantagegain
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marketshare,sinceonly a few accountsneedto be identifiedandtargeted.
However,CavesandPorter[1978]foundnoevidencethattherewasarelationship
betweenthenumberof end-usersandmarketsharevolatility.

MobilityBarriers.

Mobilitybarriers,whetherbarriersto entryorexitandwhethertheyaffectthe
industryorparticularstrategicgroupswithinanindustry,inhibitthedeployment
or redeploymentof resources,andhencecouldnegativelyimpactthe ability
to gainmarketshare.YipusingthePIMSdatabasefoundsomeevidencethat
the numberof directentrantsachievinga marketshareof at least5%was
higherinindustrieswithlow investmentintensity(anindicatorof lowbarriers
to entry),buthegenerallyconcludedthatmosttypesof barriersseldomdeterred
entrants[Yip1982a;Yip 1982b].
Concentration.

Concentrationplaysa centralrolein mosteconomists'discussionsof market
sharechange.Whenconcentrationis high,theprobabilityof implicitorexplicit
coordinationof actionsis improved.Inthecaseof a newentrantthepotential
fortheexistingcompetitorsto coordinatetheiractionsto preventor slow the
penetrationof the entrantwouldbe enhanced.As CavesandPorter[1978]
havefurtherargued,atvery low levels of concentrationwherethebehavior
of thefirmapproachesthatunderpurecompetition,theneedforcoordination
declinesandmarketsharesarelikelytobecomemorestable.Thus,theoverall
relationshipis likelytobe aninvertedU. Gort[1963],HeggestadandRhoades
[1976],Ogur[1976],CavesandPorter[1978],andAllen[1981]foundevidence
thatmarketshareswereless stableas concentrationincreased.

AsymmetricStrategies.

Wherethecompetitorsinamarketuseasymmetricstrategies,anydestabilizing
shock,suchas theentryof a newcompetitoris likelyto differentiallyimpact
the differentcompetitors.Newman[1978]andPorter[1979]havediscussed
theeffectof thepresenceof these"strategicgroups"oncompanyperformance.
Inthecontextof thenewentrantthepresenceof asymmetricstrategiesis likely
to resultin theexistingfirmshavingdifficultycoordinatingtheirstrategiesto
respondto theentrant,resultingin a greateropportunityfortheentranttogain
marketshare.CavesandPorter[1978]usinga crudecompositedissimilarity
measureto assessthe similarityof the reportingPIMSbusiness'strategyto
thoseof its majorcompetitors,foundsomeevidencethatmarketsharesdid
changemorein themarketswherethecompetitorsuseddissimilarstrategies.

Entry Marketing Strategy

Product Differentiation.

An entrantintoa marketwitha differentiatedoffering,providingit is valued
by at leastsomesegmentsof themarket,shouldbe in a strongerpositionto
takeadvantageof anypotentialformarketshareshifts.Biggadike[1977]found
thatfirmsenteringmarketswithproductsrepresentingincrementalinnovations
achievedhigherrelativemarketsharesthanthosefirmsenteringmarketswith
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productssimilarto thoseof theexistingcompetitors.Highproductqualityis
believedto be essentialfor businesssuccess in Japan[ SimonandPalder
1987],anda firmthatis abletodifferentiateitsproductonthebasisof quality
shouldbe in a strongpositionto gainmarketsharein Japan.
ProductAdaptation.

Itis generallybelievedthatsuccessinorganizationalmarketsinJapanrequires
the selling firmto adaptits productsor productspecificationsto meet the
needsof the Japanesecustomers(e.g., LinearTechnology[1986]).Terpstra
[1967]reportedsupportfor a similarhypothesisin thecontextof U.S. firms
enteringthe CommonMarket.WhileLinearTechnologyfaceddemandsfor
adaptationfrompotentialJapanesecustomersearlyin theproductlife cycle,
it couldbe arguedthattheneedforproductadaptationmaybe moreimportant
inmaturemarkets,wheretheneedsof theJapanesecustomersarewell defined
andwhereastrongrelationshipbetweenthecustomerandhisexistingsuppliers
is likelyto exist.2

OtherFactors

Non-TariffBarriers.

Intheparticularcontextof Japan,a majorfactorthathasimpededthesuccessful
entryof foreignfirmshasbeenthepresenceof variousnon-tariffbarriers.No
empiricalresearchhasdirectlyexaminedtheimpactof suchbarriersonmarket
shareachievement.
Table1 brieflysummarizessomeof the majoranticipatedrelationshipsand
the empiricalevidenceemergingfromthe literatureon marketsharechange
andachievement.As thefirstcolumnsuggeststhemajorityof the empirical
researchhasfocusedon theoverallchangesin sharewithina market(market
sharechangeor volatility).Whileclearlya marketsharegain by one firm
mustby definitionbe offsetby a correspondingloss by anotherfirmor other
firms,a firmenteringa newmarkethasno shareto lose andthepotentialto
gainfromanyshareinstabilitywithinthemarket.Thesecondcolumnunder
summaryof evidenceindicateshow littleresearchhasfocusedon individual
firmmarketshareachievement.

RESEARCH DESIGN

Objectives

The objectiveof the empiricalresearchwas to determineif the variables
identifiedin the marketsharechangeand achievementliteratureand some
otherrelatedvariablescouldpartiallyexplainthedegreeof success(inmarket
shareterms)achievedby productsintroducedintoJapan.The researchwas
conductedas partof a CanadianGovernment-sponsoredresearchprojecton
theactivitiesof Canadianmanufacturersof capitalandintermediatemanufactured
goodsinJapan.Theresearchprojectincludedanexploratoryqualitativephase
involvingdepthinterviewswithaboutfifteenexecutivesresponsiblefortheir
company'sactivitiesinJapan,anda numberof repnresentativesof government
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TABLE1
Summary of Findings from MarketShare Achievement or Change

Literature

Summaryof Evidencec
Individual

MarketShare Business
Anticipated Instability MarketShare

Variable Relationship orVolatility Achievement
Timingof Entry

Earlymarketentry + a Support
Choice of Product Market

Marketgrowth + Support No support
Productlifecycle stage - b No research No research
Concentrationof demand + No support No research
Mobilitybarriers - No research Verylimited

support
Concentrationof competition - Support No research
Asymmetricstrategies used + Some support No research

EntryMarketingStrategy
Degree of productdifferentiation + Some support Verylimited

support
Productadaptation + No research

OtherFactors
Presence of non-tariffbarriers - No research No research

aA + sign indicatesthathigherlevels on the variablewillbe associated withhighermarketshare
gains fora firmenteringa new marketwiththischaracteristic.A - sign indicatesthe opposite.

bThe- sign here suggests thatan entrylate inthe productlifecycle willbe associated withless
marketshare gain.

cOverallsummaryof the evidence. See textforfullerdiscussion.

agenciesinvolvedin exportpromotion,representativesof tradeassociations,
andthe JapanExternalTradeOrganization(JETRO).Theresearchreported
hereisbasedonthesecondquantitativetelephoneandmailquestionnairephase
of theproject.

Sample and Research Procedure

To addressthisobjectivea seriesof questionswereincorporatedintoa much
broaderquestionnaireontheactivitiesof thecompaniesinJapan.Thequestions
drewon theresultsof theliteraturereviewandtheinterviewsconductedwith
theCanadianexecutives.Unfortunately,space,timeandmeasurementdifficulties
madeit impossibleto incorporateall thevariablesincludedin Table1.
Thefirststepin developinga samplingframewas to gathertogethera list of
all Canadiancompaniesbelievedto be doingbusinessin Japan.Information
wasgatheredfromtwodepartmentsof thefederalgovernment,theprovincial
governments,the press, newsletters,etc. Companiesknownto be selling
consumerproducts,agriculturalor fisheriesproducts,or rawmaterialswere
eliminated.Theremainingapproximately300 companieswerethenscreened
bytelephone.Thescreeninginterviewwasconductedwiththepersonin Canada
"mostknowledgeable"aboutthecompany'sactivitiesinJapan.Theinterviewer
explainedthe purposeof the studyandaskedquestionsto determineif the
companyhadintroducedone or moreeligibleproductlines intoJapansince
1970.Theyear1970was chosenas thecutoffyear,sincepersonnelchanges
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andfadingmemoriesmadeit unlikelythataccuratedatacouldbe gatheredfor
productsintroducedearlierthanthat.Theinterviewclosedwiththeinterviewer
askingtheintervieweewhowouldbe thepersonorpersonsmostknowledgeable
aboutthehistoryof theproductlineor linesintroducedintoJapan(oftenthe
intervieweehimself),anddeterminingif thatpersonwouldbewillingtocomplete
anextensivemailquestionnaire.As a resultof thisprocess192productlines
were identified.Onlyfive eligibleintervieweesrefusedto cooperatein the
mailquestionnairephaseof thestudy.
The 187 questionnaireswere mailed out in the late summerof 1985.
Approximatelytendaysaftertheinitialmailinga postcardreminderwas sent
to all the recipientsof the questionnaire.Abouttwo weeks latera reminder
letterandan additionalquestionnairewere sentto eachpersonthathadnot
respondedby thattime.Thisprocesshasbeenfoundto havea strongpositive
effect on responserates[Dillman1978]. By the cutoffdateof the end of
October, 120 completedquestionnaireshad been received. Another 19
respondentswroteor calledto indicatethattheywerenotparticipatingin the
study,becausethey had realizedon carefullyreadingthe questionnaireor
reviewingtheirrecordsthattheydidnotmeetthestudy'squalificationcriteria.
A furthersix completedquestionnaireshadto be eliminated,onebecausethe
productline hadbeenintroducedpriorto 1970 andanotherfive becausethe
questionnaireswerebasedon ineligibleproductlines. This left an effective
samplesize of 114 productlines. Thisrepresentsa conservativelyestimated
responserateof 68%.Unfortunatelyonly 82 of the 114 eligiblerespondents
to thequestionnairefeltableto estimatetheirproductline'sshareof its served
marketin Japanin 1985.Theservedmarketwas definedfortherespondents
as thepartof thetotalmarketin Japanwherea setof customershavesimilar
requirementsforaproductorservice,andincludedonlythoseproducts,customer
types andgeographicareasin Japanin which the company'sproductline
competedortriedto compete.Inorderto tryto determineif theproductlines
forwhichmarketsharewas notavailabledifferedfromthoseincludedin the
analysis,respondentsandnon-respondentsto themarketsharequestionwere
comparedon eachof the independentvariablesusedin the analysisreported
here,two othervariablesmeasuringperceivedsuccessof theproductline in
Japan,andtwo backgroundcompanyvariables,companysales andnumber
of employees.Significantdifferences(p<.10) were foundon only two of
thesevariables.Productlinesnotincludedin theanalysisweremorelikelyto
be perceivedas higherquality(p<.07), andwere less likely to havebeen
impactedby non-tariffbarriers(p<.05). Thus, theredid not appearto be
majordifferencesbetweentheincludedandexcludedproductlines.

Hypotheses

Basedon theearlierdiscussionandthereviewof theliteraturethefollowing
hypothesesweretested.Thebasicpremiseunderlyingallof thesehypotheses
is thatfirmsaremorelikelyto achievehighmarketsharesin a servedmarket,
if they select productmarketsthatarelikely to be supportiveof individual
firmmarketshareachievement.
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HI: Productsintroducedintoservedmarketswithhighgrowthrates
will achievehighermarketsharesin theirservedmarkets.

H2: Theearlierintheproductcategorylifecycleaproductis introduced
intothemarket,thehigherthemarketshareachieved.

H3: Productsintroducedinto marketswhere end-userdemandis
concentratedwill havehighermarketshares.

H4: Productsthatarehighlydifferentiatedfromcompetitiveofferings
will havehighermarketshares.

H5: Productsintroducedinto marketswhere competitorsused
asymmetricstrategieswill havehighermarketshare.

H6: Productsintroducedinto marketswhere significantnon-tariff
barriersarepresentwill havelowermarketshares.

H7: Productsmodifiedto bettermeettheneedsof theservedmarket
will havehighermarketshares.

Sincethe needfor productadaptationmightwell varyoverthe productlife
cycle, anadditionalhypothesiswas tested:

H8: The impactof productmodificationon achievedmarketshare
varieswiththeproductlife cycle stageat introduction.

Since it was expectedthatthe longera productline hadbeen marketedin
Japanthehigherits 1985marketsharewouldbe, a variablemeasuringtime
sinceentrywas alsoincluded.

Operationalizationof the Variables

Wherepossibletheoperationalmeasuresof variableswereidenticalto or, if
thiswas notpossible,basedon thoseusedin previousresearch,particularly
thePIMSproject(seePIMSData Manual [StrategicPlanningInstitute1978]).
Thedependentvariablein theresearchwas theproductline'sreportedmarket
sharein theservedmarketinJapanin 1985.Marketgrowthrate(compounded
annual)wascalculatedfromdataon thesize of theservedmarketin theyear
of entryandin 1985. Productlife cycle stagewasmeasuredby providingthe
respondentswithdefinitionsof theintroductory,growth,maturityanddecline
stages,andaskingthemto indicatethe stageof developmentof theproduct
categoryin Japanatthetimeof entry.Thedegreeof concentrationof demand
attheend-userlevelfortheproductclasswasmeasuredusinganordinalfive-
pointscaleforthenumberof end-usersthataccountedfor80%of purchases
of the productcategoryfive yearsafterentryor in 1985, whichevercame
first.
Anattemptwasmadetocapturetwoaspectsof productdifferentiation:quality
differentiationof thetotalproductofferingandthepresenceof directcompetitors
in themarketat entry.Themeasureof degreeof qualitydifferentiationwas
basedon the PIMSrelativequalitymeasure,whichhasbeenreportedto be
veryreliable[Phillips,ChangandBuzzell1983],by askingtherespondentto
assesswhetherhisorhercompany'sproductandanyassociatedserviceswere
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superior,equivalent,or inferiorto thoseof the threeleadingcompetitorsin
Japan.Theaverageratingforthefirstfive years,or theperiodfromentryto
1985forproductsintroducedsince1979,wasusedintheanalysis.Thesecond
measureof productdifferentiationwas the presenceor absenceof direct
competitors(definedas thosemarketingtechnologicallysimilarproducts)in
Japanonentry.Theabsenceof directcompetitorswouldindicatea differentiated
product.Itprobablyalsoindicatesthatthecompanywasapioneer(firstmover)
in the Japanesemarket.The usageof asymmetricstrategiesby competitors
wasassessedbyaskingtherespondenttoindicatehowsimilarwerethemarketing
strategiesof all directcompetitorsin Japanfor theproducton a seven-point
scale.Theabsenceof directcompetitorssuggestedthatverydifferentmarketing
strategieswere being used in termsof at least the productelementof the
marketingmix, andthissituationwas codedto indicateasymmetricstrategies
werebeingemployed.The presenceof non-tariffbarrierswas measuredby
askingtherespondentto indicateona seven-pointscalewhethertheproduct's
penetrationhadbeenslowedorpreventedby thepresenceof non-tariffbarriers.
Therespondentwas also askedto indicateif the productline hadeverbeen
adaptedor modifiedto helpit bettermeettheneedsof theJapanesemarket.
Thiswas a dummyvariable.An interactiontermforproductlife cycle stage
andmodificationwas developedby multiplyingthesetwovariablestogether.
The operationaldefinitionsof the dependentandindependentvariablesare
summarizedin Table2.

Analysis

Thehypothesessuggestedby the literaturereviewweretestedin two ways.
Thefirstapproachfocusedonthebivariaterelationshipsby determiningwhether
thecorrelationsbetweentheindependentvariablesmentionedin thehypotheses
andthemarketshareachievedin Japanweresignificant.Inorderto examine
the hypothesesin a multivariatecontext and to determinewhetherthe
hypothesizedvariablesexplaineda manageriallysignificantproportionof the
variancein achievedmarketsharethefollowingmodelwas estimated:

Marketshare = f(Marketgrowthrate, productlife cycle stage,
concentrationof end-userdemand,relativeproduct
quality,presenceof directcompetitors,asymmetric
strategiesusedby competitors,non-tariffbarriers,
productmodified,productlifecyclestageX product
modifiedinteraction,timesincemarketentry).

By examiningthe coefficientsfor eachof the independentvariablesit was
possibleto test eachof the hypothesesin a multivariatecontext,i.e., after
controllingfortheeffectsof all theotherindependentvariables.
Clearlythemodelproposedhereis somewhatdifferentthanthemarketshare
changemodelsreportedinthemarketingliterature,whichfocusonestablished
productsandchangesinthekeymarketingmixvariables[BuzzellandWiersema
1981;Lilliset al. 1985].Sincethisresearchis focusedonthestrategicproduct-
marketchoice, the focus is on the moregeneralsituationalandmarketing
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TABLE 2
Operational Definitions of Variables Used in Study

Variable Measure
Marketshare (MS) Estimateof 1985 marketshare forproductline in served

marketinJapan.
Marketgrowthrate (MG) Compoundedannualgrowthrateof served marketfrom

year of entryto 1985.
Productlifecycle stage (PLC) Reportedstage at time of entry,where 1 - introductory

stage, 2 - growthstage, 3- maturestage, and4- decline
stage.

Concentrationof end-user (CEU) Numberof end-users in Japan accountingfor demand
80% of purchases of this productcategory, where 1 -
<10, 2 - 10-24, 3 - 25-99, 4 - 100-999, and 5 - 1000 or
moreend-users.a

Relativeproductquality(Q) Ratedfromthe perspectiveofJapanese customersrelative
tothethreeleadingcompetitorsinJapanwhere1- inferior,
2 - equivalent,and 3 - superior.b

Presence of direct competitors Dummyvariablewhere 0 - no directcompetitorpresent
(COMP) inJapan on entry,and 1 - directcompetitor(s)present.
Asymmetric strategies used by Seven-point rating scale measuring the similarityof
competitors(ASYM) marketingstrategies at entry. Scale anchored at 1 -

marketingstrategies very similar,and 7 - marketing
strategiesverydifferent.

Non-tariffbarriers(NTB) Seven-pointratingscale measuringextenttowhichmarket
penetrationhadbeen slowed by non-tariffbarriers.Scale
anchoredat 1 - notat all, and 7 - to a great extent.

Productmodified(MOD) Dummyvariable where 0 - product not modified for
Japanese market,and 1 - productmodified.

Product life cycle stage - product Thisinteractiontermwas formedby multiplyingPLCand
modificationinteraction(INT) MOD.
Timesince marketentry(TIME) Logarithmof numberof years to representdiminishing

returnsto increased time inJapan.
aMeasured5 years afterentryforthose productsintroducedpriorto 1980, and in 1985 otherwise.
bForfirst5 years inthe marketforproductsintroducedpriorto 1980, and in periodthrough1985
otherwise.

factorsincludedin the proposedmodel.In addition,mostof the companies
madeextensiveuseof tradingcompaniesorotherJapanesepartners,whomade
many of the basic marketingdecisionsfor Japan(e.g., price, marketing
communications).TheCanadianfirmshadonlylimitedinformationon these
variables.
Themodelwas estimatedusingmultipleregressionanalysis.Fortwo of the
variablesincludedin themodel,marketgrowthrateandthedegreeto which
asymmetricstrategieswereusedby competitorsat thetimeof marketentry,
therewerea significantnumberof missingvalues(21 and18, respectively),
since some respondentsdid not have the requireddata.Missingdatawas
handledby substitutingthe.meanof thevariable,as computedfromthecases
with non-missingvalues. The ordinalvariableproductlife cycle stagewas
testedusingdummyvariablesin eachregressionmodelto see if therewere
significantnonlinearitiesinitsrelationshipwith1985marketshare.Nonewere
found.
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RESULTS

Theachieved1985marketsharein thesamplerangedfrom0%to 100%with
a meanvalueof 23.2%.Thecorrelationmatrixfor thevariablesincludedin
themodelis shownin Table3. As theresultsin Table3 suggest,onlyoneof
the hypotheses,H3 was clearlynot supportedon the basis of the simple
correlations.The anticipatednegative correlation(- 0.38) between the
conceptuallyrelatedvariablesmarketgrowthrateandproductlife cycle stage
(sincehighernumbersforproductlifecyclestagecorrespondedtomoremature
markets)wheremarketgrowthratewas likely to be lower suggestedthat
multicollinearitywas potentiallya problem.In addition,the interactionterm
was highlycorrelatedwithproductmodificationandmoderatelywithproduct
life cycle stage.
In a preliminaryregressionanalysisrun, it was apparentthatone variable,
concentrationof demandamongend-users,was not significant,althoughit
hadtheexpectedsignandwasalmostsignificantatthep < .10 level.Therefore
thisvariablewas omittedfromthe finalmodel.Theproductlife cycle stage
variableandthe interactiontermwere also not significant,but this lack of
significancewas largelydue to the multicollinearityin the data.Thesetwo
variableswere retainedfor furtheranalysis.The resultsfor this modelare
shownin thefirstcolumnof Table4. Overall,themodelprovideda goodfit
to thedatawithanadjustedR2of 0.46.
Marketgrowthratehada significantpositivecoefficient,suggestingthatfirms
introducingproductsintomarketsthathadexperiencedfastgrowthachieved
highersharesof theirservedmarketsin Japan.All otherthingsbeingequala
firmintroducinga productintoa marketthatgrewat20%peryearachieved
a 2.9%highermarketsharethanone introducingits productinto a market
growingat 10%peryear.Highrelativeproductqualitywas onlymarginally
significant(p< .10) intheregression,althoughthemagnitudeof thecoefficient
suggestedthaton averagea movementfrominferiorto equivalent,or from
equivalentto superior,was associatedwithaboutan7.5%increasein market
share.As hypothesized,thepresenceof directcompetitorsinthetargetmarket
atthetimeof entrywasassociatedwithabouta 10%lower1985marketshare.
Thegreaterthedegreeto whichcompetitorsin thesewvedmarketwereusing
asymmetricstrategies,the greaterthe achievedmarketsharein 1985. As
expected,the 1985 marketsharewas lowerfor thoseproductswherenon-
tariffbarrierswerebelievedto haveslowedpenetration.Ideally,thisvariable
shouldhavemeasuredtheperceivedexistenceof non-tariffbarriers,andthis
wouldhavealloweda directtest of the effectof the perceivedexistenceof
non-tariffbarriersonactualmarketshareachievement.Finally,thelongerthe
productlinehadbeenavailablein Japan,thegreaterthe 1985marketshare.
Productlifecyclestage,productmodificationandtheirinteractiontermshould
be discussedtogether.As Regression1 in Table4 suggests,the inclusionof
allthreevariablesinthemodelresultsinonlytheproductmodificationvariable
coefficientbeingsignificant.A visualpresentationof whatthecoefficientsfor
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TABLE 4
Results of Regression Analysis of Factors

Associated with 1985 Market Share

Regression Regression2
Variable Coef. Beta Coef. Beta
Marketgrowth 28.65 0.26 29.12 0.26
(MG) (2.70)*** (2.79)***
Productquality 7.50 0.12 7.43 0.12
(Q) (1.31)* (1.31)*
Directcompetition - 10.46 -0.16 - 10.80 -0.16
present (COMP) (-1.55) (- 1.63)*
Asymmetricstrategies 3.09 0.23 3.14 0.23
(ASYM) (2.38)** (2.44)**
Non-tariffbarriers -2.23 -0.14 -2.16 - 0.14
(NTB) (- 1.67)* (1.65)*
Productlifecycle stage -1.60 -0.04 a-

(PLC) (- 0.31)
Productmodification 26.78 0.43 28.95 0.46
(MOD) (2.26)** (3.03)***
PLCx MODinteraction -5.03 -0.17 -6.47 -0.22
(INT) (-0.78) (-1.44)*
Timesince entry 6.83 0.17 6.86 0.17
(TIME) (1.79) (1.81)**
Constant -46.89 -49.88
R2 .52 .52
R2(adjusted) .46 .47
OverallF 8.63 (p<0.0001) 9.82 (o<.0001)

Note: Betais the standardizedregressioncoefficient.Thenumberinparenthesisis the t-statistic.
aNotincludedinthis regression.

*p<.10 (one-tailedtest)
**p<.05 (one-tailedtest)

***p<.01(one-tailed test)

thesethreevariablesimplyis givenin Figure1 by plottingpredictedmarket
shares(forthepurposesof thisfigurethemeanvaluesof alltheotherindependent
variablesareused).Theseresultssuggestthatproductmodificationresultsin
muchhighermarketsharesparticularlyfor productsintroducedearlyin the
productlife cycle. Productmodificationseemsto be associatedwith higher
achievedmarketsharesevenforproductsintroducedin thedeclinestage,but
theabsoluteandpercentagedifferencesaresmaller.Onemust,of course,be
waryaboutmakinga causalinterpretationof thiscoefficient,sinceit is quite
possiblethatcompaniesthathaveachieveda highermarketshareinJapanfor
whateverreasonmaybe morelikelyto modifytheirproducts.
Sincethemaineffectofproductlifecyclestageseemsweakerthantheinteraction
effectthemodelwasreestimatedwiththeproductlife cyclestagemaineffect
omitted.Whenthisis donetheinteractiontermis marginallysignificant(see
Regression2 in Table4).

DISCUSSION

Limitationsof Study

A majorconcernin any studylike this one is the representativenessof the
sampleincludedin the study.Everyreasonableattemptwas madehereto
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FIGURE 1
Predicted Effect of Product Life Cycle Stage and Product Modification

on Market Share Achievement
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identifyallCanadianproductlinesintroducedintoJapanintheeligibleproduct
categoriesbetween1970and1985,wheretheproductlinewas stillavailable
in Japan.Thusthestudyinvolvesonly"surviving"productlines. Itwasnot
believedto be feasibleto identifyandgatherinformationon allproductlines
introducedintoJapanduringthisperioddue to the discontinuanceof many
unsuccessfulproductlines andthe dispersalanddepartureof manyof the
individualsmostknowledgeableaboutthoseproductlines.A widevarietyof
publicandprivatesourceswereusedto generatean initiallist of companies
anda majoreffortwas madeto qualifyand"clean" the list by telephone
calls. However,some productlines were undoubtedlymisseddespitethese
efforts,butwe believethenumbertobesmall.Inordertogeneratea reasonable
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samplesize for analysispurposesa fifteen-yeartime horizonwas adopted.
Undoubtedlythisintroducedsomenoiseintothedataasa resultof unavailable
records,fadingmemoriesandturnoverof personnel,andnoise in the data
wouldtendto attenuatetheresultsmakingit moredifficulttoobservesignificant
relationships.Butsucha trade-offwas deemedto be necessary.Thepresent
studydidusesubjective,self-reportmeasuresof theservedmarketandmarket
share.However,theuse of subjectivemeasuresof servedmarket(whichare
also usedin the PIMSproject)is certainlymoreappealingin the contextof
thisresearchthantheuse of onesbasedon standardindustrialclassification
codes, thathaveseriouslimitationsfor thiskindof research[Scherer1971;
Day 1977].Giventhatthisstudywas onewhereindividualrespondents'data
wouldremaincompletelyconfidentialevenfromothermanagerswithintheir
own organization,the respondentsprobablyfelt underless pressurethanin
thePIMSresearchprojectto definetheservedmarketorexaggerateachieved
marketshareto demonstratestrongperformance.
Onthepositivesidethesampleincludedin thestudyprovedto be extremely
cooperative.A responserateof over68%is excellentfor thiskindof study
andsuggestthe sampleis likelyto be quiterepresentativeof the population
of productlinesidentified.A highpercentageof therespondentsvolunteered
additionalinformationthroughhandwrittencommentson thequestionnaireor
in accompanyinglettersindicatingconsiderableinvolvementin thestudy.While
only82 of the 114respondingcompanies(72%)wereableto providemarket
sharedataallowingthemto be includedin the analysisreportedhere,there
did not appearto be majordifferencesbetweenthe includedandexcluded
products.It shouldbe notedthatthisstill representsanoverallresponserate
of almost50%.
Theseresultscan probablybe safely generalizedto Canadianfirmsin the
sectorsincludedin thisstudy,andtheresultsarelikelyto be generalizeable
to a widerrangeof NorthAmericanproductlinesintroducedintoJapan.

Implications of the Results

Theaboveresultsaregenerallysupportiveof thehypothesessuggestedby the
literaturereview.Hi wasstronglysupported,suggestingthatproductsintroduced
into a high growthservedmarketare morelikely to achievehigh market
shares.Thisprovidesfurthersupportthatthe resultsfromstudiesbasedon
thePIMSdatabasethatuse marketsharechangeas a keyvariableshouldbe
treatedwithsomeskepticism.H3, whichdealtwithconcentrationof end-user
demand,was not supportedin thisstudy.Thisfindingis consistentwiththe
resultsreportedby CavesandPorter.The hypothesisdealingwith product
differentiation,H4, receivedonlymarginalsupport.Productsthatwereintroduced
intomarketswheretherewasno directcompetitiononentry(althoughit often
soonarrived)achievedsignificantlyhighermarketsharesthanthoseintroduced
intomarketswheretherewas directcompetition.This findingis consistent
withtheRobinsonandFornell[1985]findingthatmarketpioneersgenerally
attainhighermarketsharesthanlaterentrants.Therewas alsosupportforthe



www.manaraa.com

406 JOURNALOF INTERNATIONALBUSINESS STUDIES, FALL 1988

otheroperationalizationofproductdifferentiation,whichdealtwithdifferentiation
in termsof overallproductquality.Introductionof thenewproductintoproduct
marketswhereasymmetricmarketingstrategieswere being employedwas
associatedwithgreaterachievedmarketshare.Thus,H5 was supported.H6,
the hypothesisdealingwith non-tariffbarriers,was also supportedbut, as
notedearlier,themeasureusedhadlimitations.
WhileH2 was supportedby thecorrelationanalysis,therewas no significant
maineffectdueto productlife cycle stage,apparentlydueto its collinearity
withmarketgrowthrateandtheproductlifecyclestage- productmodification
interactionterm.HoweverFigure1 showsanonsignificantdecreaseinmarket
sharewithproductlife cycle stageat introductionforproductsthatwerenot
modifiedand a strongdownwardtrendfor modifiedproducts.This latter
patternwas significantwhen the productlife cycle stage maineffect was
omittedfromthemodel(i.e., Regression2). Theimpactof productmodification
on marketshareachievementis unequivocalin bothregressions-modified
productswere associatedwith significantlyhigherachievedmarketshares.
ThusH7wasstronglysupported.Insummary,onlyoneof theeighthypotheses
(H3)didnotfindanysupportin thisstudy.
Froma managerialperspectivetheresultsof thisstudyareveryencouraging.
By carefullychoosingthetargetproductmarket,andhenceselectinga market
andcompetitiveenvironmentthatprovidethepotentialformarketsharechange,
andensuringthata competitiveadvantagecan be achievedin the targeted
segment,theprobabilitiesof successof companiesintroducingproductsinto
new marketsshouldbe enhanced.Thevariablesincludedin the finalmodel
explainedalmost50%of thevariationinachieved1985marketshareof capital
andintermediatemanufacturedgoodsintroducedby Canadiancompaniesinto
Japanbetween1970and1984.
Entrytimingappearstobe acrucialstrategicdecision.Productmarketsshould
be targetedwhentheystill havethe potentialfor highmarketgrowth.This
usuallywill meanentryatanearlystageof theproductlife cycle, perhapsas
thepioneer,whennewusersareenteringthemarketandornewapplications
of the productare still being developed.This may meanfor some North
Americanfirmsa changefromtheirtraditionalsequentialstrategyof first
targetingNorthAmerica,thenEurope,andfinallyJapan[HenzlerandRall
1986]. Thisresearchalso suggeststhatwherepossiblefirmstryto identify
productmarketswherethereis no, or limited,directcompetition.Thishas
frequentlybeenpartof theentrystrategyof JapanesecompaniesenteringNorth
America.Sanyo,whenit enteredthemajorappliancemarketinNorthAmerica,
initiallytargetedthesmallunder-the-counterrefrigeratorsegment,wherenone
of the largeU.S. majorappliancemanufacturershada presence[Business
Week1980]. Wheredirectcompetitionis presentit maybe usefulto target
productmarketswhere asymmetricmarketingstrategiesare, or could be,
employed.Theresultsalsosupporttheratherobviouspointthat,wherepossible,
companiesshouldtryto avoidproductmarketswherenon-tariffbarriersare
likelyto be majorfactors,sincetheirpresencedidseemtobe associatedwith
lowermarketshares.However,whilenon-tariffbarriersdidimpactonsuccess
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in Japan,theywerea less importantfactorthansomeof themoretraditional
marketingvariables.Thisfindingis consistentwiththesubjectivefeelingsof
a sampleof JapanesemanagersandGermanexpatriatemanagersin Japan,
who recentlyratedinstitutionalbarriersin Japanas beingless importantthan
marketingbarriersin enteringtheJapanesemarket[Simon1986;Simonand
Palder1987].
Companiesthathadshowna willingnessto modifytheirproductsto meetthe
particularneedsof theJapanesemarkethadsubstantiallyhighermarketshares
in 1985.Butagain,thisis onevariableaboutwhichonemustbe particularly
carefulaboutmakingcasualattributions.
Whileseveralhypothesesthatemergedfromthemarketsharechangeliterature
foundsupportinthisresearch,someotherfactorsthathaveapotentialrelationship
with marketsharechangewere also mentionedin the literaturereview,but
werenotempiricallytestedin thepresentstudy.Thisis one obviousareafor
futureresearch.Therearealsoa numberof othervariablesthatmaybe linked
tomarketshareachievementthathavereceivedlittleattentioninthemarketing
or economicsliterature.For example,it may be useful to decomposethe
marketgrowthrateinto the sourcesof growth.A productmarketsegment
wherethe growthrateis or couldbe drivenby new usersusingthe product
in new applicationsmightbe a muchmorepromisingtargetformarketshare
gainsthanonewherethegrowthis beingfueledby theexpansionof existing
usersusingtheproductforexistingapplications.Inthelattercasemostusers
will have alreadyestablishedbondswith suppliersmakingthe task of the
entrantmoredifficult.Japaneseconsumerelectronicscompanieshaverepeatedly
takenadvantageof newusersand/ornewapplicationsintheirdriveformarket
sharein NorthAmerica.Similarly,attentionto customers'easeof switching
suppliersin differentproductmarketsegmentsmay have obvioustargeting
implicationsfor a new entrant.Thus, the examinationof potentialproduct
markettargetsfromtheperspectiveof thepotentialto gainmarketsharemay
give boththe researcherandthe managernew insightsaboutmarketentry
strategies.

CONCLUSIONS

Onepremiseon whichthisresearchwas basedwas thatcompaniesentering
new productmarketsmightbe wise to targetthose productmarketswhere
marketshareis likelytobeeasytogain.Theeconomicsandmarketingliterature
on marketsharechangeandvolatilitywas thenreviewedanda numberof
marketingandsituationalvariablesthathavebeenfoundtobe associatedwith
marketsharechangewere identified.The hypothesesbasedon this review
werethentestedin thecontextof a sampleof Canadianproductlinesthathad
beenintroducedintotheJapanesemarketsince1970.Theresultsof theanalysis
weregenerallysupportiveof thehypotheses.Froma managerialpointof view
thisresearehhas importantimplicationsfor thosedevelopingentrystrategies
fornewinternationalmarkets.Itsuggeststhata few marketingandsituational
variableshavingto do with the choiceof targetproductmarket,timingof
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entry,andthemarketingstrategyadoptedexplainedalmost50%of thevariation
inachievedmarketshareof theproductlinesincludedinthestudy.Bymaking
somejudiciouschoicesonthesedimensionsmanagersshouldbeabletoimprove
theirchancesof success(inmarketshareterms),whenenteringnewmarkets.
It is alsoencouragingthathypotheseslargelydevelopedoutof theoreticaland
empiricalworkin NorthAmericaappearto be supportedby theexperienceof
Canadiancompaniesenteringthe Japanesemarket.Thus, the same basic
principlesapplyin a marketthatis oftenviewedas beingverydifferent.

NOTES

1. See Ryans[1987]fora reviewof themarketsharevolatilityliterature.

2. Theauthoris gratefulto ananonymousreviewerformakingthissuggestion.
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