
	 1	

	
	

	

	

 

	

	

	

	

	

	

	

Nice 
Apartment 

Call an 
Uber 

Uber!!.. 
Rented on 

Airbnb 

Uber!!.. 

Airbnb	

Easy	
renting	

Cand.merc.	International	Business	

Master’s	master	thesis	

Patrick	André	Skafte	Kongsbak	

Christian	Blondeau	Vendler	

Supervisor:	Peter	Gammeltoft	

120	pages	(138	pages	incl.	references	and	appendix)	

	266.892	Characters	incl.	spaces	

Copenhagen	Business	School	

A	new	Era	of	Born	Global	Companies		

Disruption	by	Platform-based	Born	Global	Companies	in	the	Sharing	
Economy	



	 2	

Executive	Summary	
Internationalization	is	not	a	new	term	as	companies	have	entered	foreign	markets	for	centuries,	

however	in	more	recent	years	the	approach	to	internationalization	have	become	more	aggressive	

and	some	companies	decide	to	internationalize	already	from	inception	or	within	a	few	years.	The	

Born	Global	term	was	coined	back	in	1993,	and	a	lot	of	research	has	been	made	on	this	type	of	

companies	since	then.	However,	a	new	type	of	platform-based	Born	Global	company	in	the	

sharing	economy	is	in	these	years	completely	redefining	how	to	approach	early	

internationalization.	They	internationalize	from	a	very	young	age,	and	even	the	traditional	Born	

Global	companies	researched	in	the	literature	can	not	keep	up	with	their	aggressive	approach	to	

internationalization.		

The	purpose	of	this	master	thesis	is	to	investigate	how	these	platform-based	Born	

Global	companies	in	the	sharing	economy	differentiate	themselves	from	the	more	traditional	Born	

Global	companies,	and	why	they	have	such	an	aggressive	approach	to	internationalization.	In	

order	to	thoroughly	explore	this	area	of	the	Born	Global	concept,	techniques	such	as	a	literature	

review	and	multiple	case	studies	will	be	used,	as	this	will	provide	the	best	foundation	for	analyzing	

these	new	platform-based	Born	Global	companies	in	the	sharing	economy.	

This	master	thesis	is	intended	to	provide	a	better	understanding	of	the	term	Born	

Global,	and	how	companies	in	the	sharing	economy	is	setting	new	standards	for	

internationalization.	It	will	identify	similarities	and	limitations	in	the	existing	literature,	and	

thereby	propose	relevant	new	research.		

In	this	master	thesis,	we	have	found	that	there	are	clear	limitations	in	the	literature	

on	traditional	Born	Global	companies.	The	existing	Born	Global	literature	does	not	take	into	

account	how	easily	platform-based	companies	can	scale,	and	that	the	real	value	is	no	longer	in	the	

product,	but	in	the	users.	The	users	are	of	the	utmost	importance	for	these	new	platform-based	

Born	Global	companies	in	the	sharing	economy,	as	the	users	are	the	ones	generating	the	value	on	

the	platforms.	Once	enough	users	are	acquired,	a	positive	network	effect	is	set	in	motion,	creating	

a	major	competitive	advantage,	that	is	very	hard	for	competitors	to	break.	Similarities	are	also	

present,	especially	when	exploring	the	human	capital	of	the	companies,	but	human	capital	such	as	

founders	with	international	experience	for	instance,	is	of	less	importance	now,	as	investors	with	

international	experience	begins	to	play	a	bigger	role	in	these	new	Born	Global	companies.	
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1.Introduction	

Global	economy	has	seen	an	incredible	change	over	the	past	50	years,	with	the	rate	in	which	the	

world	 evolves,	 increasing	 rapidly	 during	 the	 past	 few	 decades.	 Up	 through	 the	 90’s	 the	 world	

experienced	what	was	called	the	“Dot	com	bubble”.	During	this	period,	it	became	apparent	how	

Information	Technology	was	the	future	that	would	connect	markets	in	a	pace	never	seen	before.	

Inevitably	the	bubble	burst,	but	it	proved	once	and	for	all	that	companies	had	to	accept	that	the	

world	would	become	one	big	market.	 It	 is	 now	no	 longer	 a	 costly	matter	 to	 communicate	with	

people	from	all	around	the	world.	With	companies	like	Skype	and	Google	launching	platforms	for	

internet	communication	most	of	the	worlds	international	calls	are	now	made	through	the	internet.	

According	to	data	from	TeleGeography,	the	Annual	Growth	in	minutes	of	international	calls	from	

2012,	 and	 forward,	 was	 higher	 for	 Skype	 compared	 to	 the	 entire	 international	 phone	 traffic,	

clearly	 showing	 the	 effect	 of	 the	 internet(Telegeography.com1).	 Simultaneously,	 the	 world	 has	

seen	 the	 rise	 of	 social	 and	 professional	 networks	 such	 as	 LinkedIn,	 Facebook	 and	 Twitter,	

connecting	people	across	borders	at	low	or	zero	cost.	

Simultaneously,	the	world	has	experienced	a	global	increase	in	wealth.	In	1990,	37%	

of	the	planets	population	(1.95billion	people)	were	considered	as	living	under	the	global	poverty	

rate,	 but	 in	 2012	 that	 number	 had	 dramatically	 changed	 for	 the	 better	 to	 12.7%	 (896million	

people)	 (Worldbank.org).	 Especially	 East	Asia	 saw	a	dramatic	decline	 in	poverty	 rate	during	 this	

period.	Though	this	 is	still	a	huge	number,	 it	shows	that	the	global	markets	are	emerging,	hence	

demand	can	not	just	be	considered	as	local	anymore.	

There	 is	 no	 doubt,	 that	 the	 factors	 mentioned	 above	 among	 many	 others	 have	

facilitated	 internationalization	 during	 the	 past	 few	 decades.	 However	 as	markets	 are	 becoming	

more	homogenous	enabling	more	companies	to	enter	foreign	markets,	an	increase	in	competition	

follows.	Industries	are	evolving	at	a	pace	never	seen	before,	some	are	even	disrupted,	a	term	that	

has	become	very	common	during	the	past	few	years,	with	companies	like	Airbnb	and	Uber	being	

some	of	the	most	prominent	disruptive	players.		
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1.2	Research	Question	

The	reasons	for	us	to	have	chosen	the	Born	Global	topic	in	this	master	thesis	is	as	follows.	

Entry	barriers	for	companies	to	enter	the	competition	in	global	markets	are	being	broken	down,	

making	it	easier	than	ever	for	a	young	company	to	enter	foreign	markets.	The	term	“Born	Global	

or	Die	 Local”	 as	 Silicon	Valley	 entrepreneur	 and	academic	 Steve	Blank	puts	 it	 (steveblank.com),	

quite	precisely	 explains	 the	 importance	 for	 companies	 to	enter	 foreign	markets.	 Particularly	 for	

companies	with	a	 small	domestic	market.	 Especially	 innovative	 companies	with	an	 international	

mindset	and	strategy	to	internationalize	early	are	very	interesting.		

Despite	 the	world	constantly	becoming	more	connected	and	markets	 turning	more	

homogenous,	facilitating	internationalization,	there	are	still	a	lot	of	companies	that	never	make	it	

to	becoming	global.	But	why	 is	 it	 that	 some	companies	perform	better	 than	others	when	going	

global,	when	the	markets	appear	to	provide	the	same	terms	for	internationalization	for	everyone.		

We	both	have	a	desire	to	one	day	start	our	own	company,	and	believe	that	by	 investigating	the	

Born	 Global	 phenomenon	 further,	 we	will	 gain	 some	 very	 valuable	 knowledge	 on	 how	 to	 best	

build,	structure	and	operate	a	company	to	make	it	a	success.	

In	 investigating	 the	Born	Global	 concept	 in	 relation	 to	 the	new	breed	of	 platform-

based	companies,	we	have	set	the	following	research	question:	

	

How	do	platform-based	Born	Global	 companies	 in	 the	 sharing	economy	differentiate	 themselves	

compared	to	the	traditional	Born	Global	companies	researched	in	the	literature?	

- How	 can	 the	 literature	 on	 Born	 Global	 companies	 be	 used	 to	 explore	 similarities	 and	

limitations	in	relation	to	the	new	type	of	platform-based	Born	Global	companies?	

- What	 are	 the	 characteristics	 of	 platform-based	Born	Global	 companies	 and	 how	do	 they	

approach	internationalization?	

- Where	 are	 the	 similarities	 and/or	 limitations	 between	 platform-based	 Born	 Global	

companies	and	traditional	Born	Global	companies?	

	

1.3	Contribution	to	Research		

The	master	thesis	contributes	to	the	understanding	of	the	processes	that	Born	Global	companies	

go	through	during	internationalization	to	foreign	markets.		It	is	to	the	authors	understanding	one	
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of	 the	 only	 thorough	 researches	 that	 takes	 a	 closer	 look	 at	 modern	 Born	 Global	 platform	

companies	 and	 how	 they	match	 and	 differ	 from	 the	 existing	 Born	 Global	 literature.	 There	 are	

many	 scholarly	 attempts	 that	 try	 to	 explain	 Born	 Global	 theory	 in	 relation	 do	 traditional	

companies	that	go	global	from	an	early	age,	and	this	is	also	where	the	literature	appears	to	have	

its	foundation.	The	concept	of	Born	Global	companies	being	platform-based	is	new	and	therefore	

there	are	not	many	scholarly	articles	on	the	subject.	

	

1.4	Assumptions	and	Biases	

We	as	authors	acknowledge	that	we	do	not	have	full	knowledge	of	our	problem	domain	preceding	

our	 research	 on	 Born	 Global	 theory	 and	 thereby	 acknowledge	 that	 this	 master	 thesis	 is	 a	

continuous	learning	process.	However,	during	this	process	we	have	become	aware	of	our	biases	in	

portraying	 the	 processes	 that	Airbnb	 and	Uber	 go	 through	 in	 their	 internationalization	 process.	

These	biases	 have	 gradually	 been	 adapted	 towards	 a	more	 real	 life	 picture	 through	 theory	 and	

empirical	data.	

	

1.5	Master	thesis	Structure		

Throughout	the	master	thesis	we	will	attempt	to	present	the	material	and	concepts	in	the	simplest	

way	 possible.	 We	 will	 incorporate	 graphic	 presentations	 to	 help	 in	 creating	 consistency	

throughout	the	master	thesis.	

		 As	seen	above	we	have	presented	a	short	introduction	of	what	this	master	thesis	is	

about	and	why	we	have	chosen	to	write	about	Born	Global	companies	and	describe	our	research	

question.		After	the	introduction	we	will	enter	the	methodology,	which	contains	the	philosophical	

and	methodological	approach	we	have	used	as	well	as	boundaries	throughout	our	master	thesis.	

In	the	methodology	chapter	an	explanation	of	the	data	collection	process	will	also	be	presented.	

In	the	literature	review	we	will	present	the	main	theories	that	are	applied	throughout	the	master	

thesis	 and	 structure	 the	 literature	 into	 six	 parameters,	 which	 will	 lay	 the	 foundation	 for	 the	

analysis.	 In	 the	 analysis	 of	 Airbnb	 and	 Uber,	 we	 will	 present	 the	 analysis	 using	 the	 same	 six	

parameters;	founders,	product,	organization,	environment,	strategy	and	approach	to	market	entry	

so	it	is	easier	for	the	reader	to	se	the	comparison	to	the	literature.	In	the	first	part	of	the	analysis	

the	 focus	 is	 on	 Airbnb	 and	 how	 Airbnb	 has	 created	 its	 core	 business	 in	 relation	 to	 the	 six	
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parameters.		The	second	part	of	the	analysis	is	built	up	in	the	same	way	as	the	first	but	with	the	

core	focus	being	on	Uber.	Throughout	the	six	parameters	 in	the	analysis	of	Airbnb	and	Uber	the	

focus	will	be	 to	 research	where	 the	 literature	 fits	 in	comparison	 to	Airbnb	and	Uber.	 In	 the	 last	

analysis	which	is	the	cross-case	analysis	the	finding	from	Airbnb	and	Uber	will	be	held	op	against	

the	literature	to	expose	were	the	literature	has	its	 limitations	in	comparison	to	how	Born	Global	

companies	internationalize	today,	but	also	show	were	the	similarities	are.	Finally,	the	conclusion	

will	 condense	 and	 present	 our	 overall	 conclusion	 to	 answer	 our	 research	 question	 on	 the	

similarities	and	pose	suggestions	for	further	research	on	the	limitations	in	the	literature.		
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2.	Methodology	

In	the	following	chapter,	we	will	provide	an	overview	and	clear	structure	of	how	we	are	going	to	

approach	 this	 master	 thesis.	 We	 will	 discuss	 and	 clarify	 why	 we	 have	 chosen	 to	 structure	 the	

master	 thesis	 in	 the	way	we	have	done.	 The	 research	onion	 (Saunders	 et	 al.	 2009)	will	 help	 us	

make	sure	that	we	cover	all	the	most	important	areas	in	our	master	thesis.	The	research	onion	is	

divided	 into	 six	 layers,	 illustrating	 the	 steps	 that	 need	 to	 be	 addressed	when	writing	 a	master	

thesis.	Each	layer	in	the	onion	describes	in	detail	the	stages	of	the	research	process	we	are	about	

to	 go	 through.	 It	 will	 provide	 an	 easy	 understanding	 of	 the	methodology,	 and	 insure	 that	 our	

research	holds	value.	

The	two	first	layers	of	the	onion	provide	a	general	philosophic	and	approach	related	

understanding	of	the	research,	whereas	the	four	inner	circles	are	much	more	related	to	what	and	

how	we	have	decided	to	structure	our	research.		

	

2.1	The	Research	Onion	

In	 this	 section,	we	will	 introduce	The	Research	Onion	 (Saunders	 et	 al.	 2009),	 and	 clarify	 the	 six	

layers.	Instead	of	thoroughly	explaining	each	layer	in	the	research	onion,	we	will	briefly	elaborate	

on	the	two	outer	layers,	before	we	will	in	detail	discuss	our	own	approach	to	this	master	thesis,	in	

accordance	to	the	four	inner	layers	of	the	research	onion.	

	

	

Saunders	et	al.	(2009)	page.	108		 	 	 Figure	1	
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1. Philosophies:	 The	 foundation	 the	 master	 thesis	 is	 built	 on	 and	 contributes	 to	 an	

understanding	of	the	reality	and	what	constitutes	accepted	knowledge.		

2. Approaches:	The	choice	between	inductive	and	deductive	or	a	combination	of	both.	

3. Strategies:	The	 choice	 between	 descriptive,	 explanatory,	 exploratory	 or	 a	mixture	 of	 all	

three.	

4. Choices:		The	choice	between	qualitative	and	quantitative	or	a	combination	of	both.	

5. Time	Horizons:	 looking	at	 the	master	 thesis	 timeframe,	either	by	a	 cross-sectional	 study	

that	 focuses	 on	 a	 particular	 phenomenon	 at	 a	 certain	 time,	 or	 a	 long-term	 study	 that	

examines	a	phenomenon	over	a	longer	time	horizon.	

6. Techniques	and	Procedures:	how	the	data	collection	process	and	analysis	is	completed.	

2.1.1	Philosophy	and	Approach	

(Saunders	et	al.	107-119	&	124-128)	

As	we	want	to	approach	our	research	as	objectively	as	possible	to	avoid	potential	bias	that	might	

influence	 the	 results	 in	 this	 master	 thesis.	 It	 is	 important	 to	 understand,	 that	 it	 is	 close	 to	

impossible	to	be	totally	objective.	We	thereby	acknowledge	in	advance	that	to	some	extent	bias	

will	be	present.		

In	relation	to	the	research	onion,	and	the	fact	that	our	intention	is	to	be	as	objective	as	possible,	

we	 assume	 that	 reality	 exists	 independently	 from	 study,	 and	 thereby	 our	 research	 would	 be	

interpreted	in	the	same	way	by	different	groups.	

In	order	to	answer	our	research	question	 in	an	appropriate	manner,	 it	 is	 important	

for	us	to	take	the	right	approach.	As	we	are	about	to	conduct	an	extensive	literature	review,	and	

then	 research	 a	 new	 breed	 of	 Born	 Global	 companies,	 we	 will	 follow	 a	 deductive	 as	 well	 as	

inductive	approach.	 In	 the	 following	we	will	 further	explain	why	we	have	structured	 the	master	

thesis	the	way	we	have.	

	

2.3 Literature Review 

The	 purpose	 of	 our	 master	 thesis	 is	 to	 research	 and	 analyze	 the	 limitations	 and	 similarities	

between	our	case	companies	and	traditional	Born	Global	companies.	Hence	it	is	very	important	to	

have	a	multi-method	approach	and	do	an	extensive	archival	research	in	the	shape	of	a	literature	

review.	 This	 is	 very	 important,	 as	 the	 literature	 on	 Born	 Global	 companies	 will	 provide	 the	
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foundation	 for	 the	 research	 in	our	 case	 studies.	 It	 is	 important	 for	us	and	 the	 reader	 to	have	a	

thorough	understanding	of	 the	 literature,	before	entering	 the	case	studies,	as	 the	 literature	will	

not	 only	 provide	 a	 solid	 foundation	 for	 the	 research,	 but	 also	help	 us	 and	 the	 reader	 to	 better	

understand	 how	 internationalization	 processes	 are	 changing	 with	 immense	 speed.	 This	 overall	

understanding	of	the	changes	in	internationalization	before	conducting	our	research	is	important	

in	setting	the	overall	scene	of	the	research	in	this	master	thesis.	Simultaneously,	as	we	are	limited	

by	the	maximum	length	of	this	master	thesis,	and	thereby	unable	to	conduct	an	unlimited	amount	

of	 research	 on	 various	 types	 of	 Born	 Global	 companies.	 Reviewing	 the	 literature	 enables	 us	 to	

compare	the	traditional	Born	Global	companies	researched	by	the	 literature,	to	the	new	type	of	

Born	 Global	 company	 that	 we	 will	 research	 in	 our	 Case	 studies,	 which	 is	 very	 important	 in	

answering	 our	 research	 question.	 The	 literature	 we	 will	 research	 will	 be	 by	 the	 most	

acknowledged	scholars	within	the	Born	Global	literature,	therefore	we	must	assume	that	we	can	

rely	on	the	results	we	find	in	the	literature.	

In	writing	the	literature	review,	it	is	important	for	us	to	completely	understand	what	

type	of	Born	Global	literature	is	out	there.	This	means,	that	our	initial	approach	to	the	literature	is	

to	objectively	research	it	all	before	developing	the	structure	of	the	literature	review	we	will	use	in	

this	master	thesis.	This	means,	that	we	will	first	review	the	literature	without	having	it	divided	into	

parameters,	 and	 then	 later	 when	 we	 understand	 all	 the	 available	 literature,	 we	 can	 create	 a	

structure	with	 the	parameters	we	 identify.	By	 taking	 this	approach,	we	are	sure	 that	we	do	not	

leave	any	 important	 literature	out,	which	 in	return	enables	us	to	determine	the	most	 important	

parameters	 mentioned	 in	 the	 literature.	 Afterwards	 we	 can	 structure	 the	 literature	 with	

foundation	in	the	parameters	identified.	This	will	create	an	overview	of	the	important	parameters	

and	the	related	literature.	When	analyzing	the	companies	chosen,	we	can	use	this	structure	to	get	

a	better	understanding	of	how	existing	literature	matches	the	new	type	of	Born	Global	company,	

or	if	there	are	any	limitations	in	the	literature.	

During	this	master	thesis	we	will	have	a	Resource-based	View,	in	order	to	keep	focus	

on	the	intangible	as	well	as	tangible	resources	our	two	case	companies	possess.	This	will	enable	us	

to	keep	a	structured	approach	to	the	research,	and	always	have	the	important	resources	in	mind	

when	relating	the	case	companies	to	the	Born	Global	literature.	In	the	literature	review,	we	have	

chosen	to	mention	the	Resource-based	View	together	with	the	relevant	Born	Global	parameters.	
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The	Resource-based	View	has	only	been	studied	very	little	in	relation	to	the	general	Born	Global	

literature.	We	however	believe	that	 it	 is	very	relevant	to	have	the	Resource-based	View	in	mind	

when	 studying	 our	 case	 companies.	 That	 way	 we	 have	 a	 clear	 focus	 on	 what	 resources	 they	

possess	and	how	they	leverage	them.	Because	of	this,	we	have	chosen	to	mention	the	Resource-

based	View	together	with	each	parameter	in	the	literature	review.		

The	main	 reason	 for	 having	 a	 literature	 review	 before	 the	 case	 studies,	 is	 that	 by	

reviewing	the	existing	literature	before	conducting	case	studies,	we	will	be	able	to	determine	the	

most	 important	 parameters	 to	 analyze.	 If	 we	 first	 conduct	 the	 case	 studies	 before	 doing	 the	

literature	review,	we	will	most	likely	not	be	able	to	keep	the	same	structured	approach	that	is	so	

relevant	 when	 analyzing	 Born	 Global	 companies.	 This	 structured	 approach,	 which	 will	 be	

consistent	 with	 the	 existing	 literature,	 will	 enable	 us	 to	 better	 come	 to	 a	 conclusion	 on	 our	

research	question.	

 

2.2 Case Studies  

We	 have	 set	 forth	 a	 research	 question,	 involving	 a	 new	 type	 of	 Platform-based	 Born	 Global	

companies	in	the	sharing	economy,	that	are	completely	changing	old	industries,	our	strategy	is	to	

execute	 our	 research	 of	 the	 companies	 through	 two	 comprehensive	 case	 studies	 as	 well	 as	

extensive	archival	research	in	the	literature	review.		

As	our	 research	question	 in	 its	 essence	 is	 explanatory,	we	have	decided	on	a	 case	

study	 strategy,	 as	 it	 will	 enable	 us	 to	 explore	 this	 new	 type	 of	 platform-based	 Born	 Global	

company	 in	 depth,	 providing	 an	 overall	 understanding	 of	 the	 companies	 which	 is	 important	 in	

answering	 our	 research	 question.	 Saunders	 et	 al.	 argues	 that	 by	 conducting	 a	well-constructed	

case	study,	it	is	possible	to	challenge	existing	theory	and	simultaneously	propose	an	array	of	new	

research	 questions.	 In	 1991,	Morris	 and	Wood	 (Morris	 et.al.	 1991)	 explained	 how	 a	 case	 study	

strategy	 is	 good	 if	 the	 intention	 is	 to	 gain	 an	 extensive	 understanding	 of	 the	 context	 of	 the	

research,	which	supports	our	decision	of	a	case	study	strategy.	

	 According	to	Yin	2009,	there	are	generally	four	ways	of	conducting	a	case	study,	first	

of	all	it	should	be	decided	if	using	a	single	company	for	the	case	study	or	multiple	is	preferred.	It	is	

argued	that	using	a	single	company	 for	 the	case	study	 is	preferred	 if	 researching	a	unique	case,	

whereas	multiple	companies	should	be	used	when	it	is	important	to	determine	wheter	or	not	the	
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findings	are	unique	or	exist	across	companies.	As	the	Platform-based	Born	Global	companies	are	

not	just	a	unique	case,	but	is	seen	across	industries,	and	we	want	to	be	able	to	generalize	from	our	

findings,	we	have	decided	 that	multiple	 case	 studies	 are	 the	best	 strategy	 in	our	master	 thesis.	

Secondly,	for	Yin’s	second	dimension,	we	find	it	necessary	to	research	multiple	units	in	each	case,	

as	 these	will	be	 identified	as	 the	parameters	 from	our	 review	on	 the	existing	 literature	on	Born	

Global	companies	(Yin.	2009).	

This	 will	 give	 us	 a	 great	 understanding	 of	 the	 parameters	 that	 influence	 the	

internationalization	of	these	companies,	and	thereby	enable	us	to	better	identify	the	differences	

and	similarities	between	this	new	breed	of	Platform-based	Born	Global	companies	in	the	sharing	

economy	and	the	companies	researched	 in	the	 literature.	We	could	surely	have	approached	the	

research	with	a	different	strategy.	However,	as	we	want	to	investigate	a	completely	new	breed	of	

companies	and	relate	it	to	the	existing	Born	Global	literature,	we	believe	that	we	will	get	the	best	

results	 by	 studying	 companies	 that	 have	 actually	 succeeded	 in	 early	 internationalization.	 By	

conducting	case	studies,	we	are	able	to	identify	key	features	of	the	companies,	and	thereby	draw	

generalizations	that	we	can	use	to	answer	our	research	question.	Other	research	strategies	such	

as	surveys	or	experimental	 research	would	either	not	be	possible	since	 it	 is	 impossible	 for	us	 to	

conduct	an	experiment	where	we	internationalize	a	company,	and	a	survey	would	not	provide	us	

with	an	overall	understanding	of	the	Born	Global	companies,	the	markets	and	their	approach	to	

internationalization	in	general.	A	grounded	theory	strategy	was	not	an	option,	as	that	proposes	to	

prior	 literature	 review.	 All	 together,	 as	 we	 wanted	 to	 explore	 a	 new	 breed	 of	 Born	 Global	

companies,	 we	 found	 case	 study	 to	 be	 the	 best	 solution	 to	 provide	 us	 with	 the	 appropriate	

knowledge	to	answer	our	research	question.		

Since	our	 research	question	 is	 related	 to	platform-based	Born	Global	 companies	 in	

the	 sharing	 economy,	 and	 the	 sharing	 economy	 is	 a	 term	 that	 did	 not	 exist	 ten	 years	 ago,	 the	

companies	we	will	 select	 for	our	case	 studies	will	naturally	have	 to	be	young	companies.	When	

deciding	 on	 what	 companies	 to	 include	 in	 a	 case	 study,	 there	 are	 several	 factors	 to	 take	 into	

consideration,	 all	 of	 which	 should	 lead	 to	 more	 reliable	 and	 valid	 research.	 First	 of	 all,	 the	

industries	in	which	the	companies	operate	is	important.	As	our	companies	have	to	be	part	of	the	

sharing	economy,	we	can	easily	exclude	several	industries.	This	we	can	do,	because	there	is	a	clear	

trend	in	the	type	of	industries	that	are	disrupted	by	the	sharing	economy.	Industries	with	durable	
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consumer	 goods	 such	 as	 cars,	 boats	 and	 surfboards	 are	 considered	 industries	with	 this	 type	 of	

existing	 goods	 than	 can	 be	 shared	 between	 people.	 In	 contrast,	 industries	 such	 as	 the	 grocery	

industry	is	a	bad	place	for	companies	in	the	sharing	economy,	simply	because	of	the	expiration	on	

the	consumer	goods.	 It	 is	also	 important	that	we	select	companies	that	have	become	a	success,	

and	not	companies	that	have	failed.	This	is	because	that	since	the	sharing	economy	is	such	a	new	

phenomenon,	we	need	to	select	companies	where	there	is	plenty	of	information	available.	Surely	

it	could	be	very	interesting	to	analyze	both	companies	that	have	made	it	a	success	and	companies	

that	have	failed,	as	this	would	show	the	research	from	several	sides.	But	in	order	for	us	to	be	sure	

that	 there	 is	 sufficient	 information	 available,	 we	 will	 select	 two	 successful	 companies.	 When	

selecting	 multiple	 companies	 for	 the	 case	 studies,	 it	 is	 important	 to	 select	 companies	 that	

together	brings	value	to	the	research.	Therefore,	we	have	decided	that	the	companies	we	select	

have	to	be	within	different	industries,	in	order	for	the	research	to	hold	as	little	bias	as	possible.		

When	 looking	 for	 successful	 platform-based	 Born	Global	 companies	 in	 the	 sharing	

economy,	 there	 are	 two	 young	 but	 major	 companies	 that	 cannot	 be	 ignored.	 Perfect	 for	 this	

master	 thesis,	 they	are	not	 in	 the	same	 industry,	but	 in	 the	hotel	and	taxi	 industry	respectively.	

Two	 industries	 where	 the	 product	 has	 no	 expiration	 date.	 In	 the	 hotel	 industry,	 Airbnb	 is	 the	

leading	force	in	disrupting	the	industry,	and	in	the	taxi	industry	Uber	is	leading	the	way.	These	are	

the	two	companies	we	have	chosen,	as	they	match	all	 the	criteria	when	deciding	on	the	perfect	

case	companies.		

	

2.4 Data Collection 

During	this	master	thesis,	we	will	use	both	primary	and	secondary	data.	We	are	researching	two	

major	 companies,	 and	 the	 steps	 they	 have	 since	 they	 founded	 to	 where	 they	 are	 today.	

Afterwards	we	are	going	to	compare	the	results	we	will	get	from	the	case	studies	to	the	existing	

literature.	This	means	that	we	need	to	use	a	lot	of	data	that	are	collected	by	others	for	alternative	

purposes.	 Secondary	 data	 such	 as	 scholarly	 articles,	 websites	 and	 books	 that	 can	 help	 us	 in	

answering	our	research	question	will	be	used.	To	get	 the	most	direct	understanding	of	our	case	

companies,	we	will	approach	the	data	collection	by	using	as	much	data	as	possible	coming	directly	

from	 our	 case	 companies	 as	 possible.	 This	 can	 be	 secondary	 data	 such	 as	 presentations	 from	

company	employees,	press	releases	or	interviews	of	founders	and	employees.	This	master	thesis	
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has	 primarily	 used	 secondary	 data	 because	 of	 the	 relatively	 new	 concept	 of	 platform-based	

businesses	in	relation	to	the	Born	Global	literature.	

When	coming	to	an	answer	to	our	research	question,	we	find	it	necessary	to	conduct	

a	qualitative	research	in	the	shape	of	an	interview,	to	validate	our	findings	throughout	this	master	

thesis.	 It	 will	 be	 important	 to	 find	 a	 similar	 type	 of	 platform-based	 Born	 Global	 company,	 and	

conduct	an	interview	that	will	be	based	on	the	findings	from	the	work	we	have	made	during	this	

master	 thesis.	We	want	 to	 interview	a	 founder,	 preferably	 the	CEO	as	 they	have	 the	 first	 hand	

experience	 and	will	 be	 able	 to	provide	us	with	 the	most	 reliable	 answers	 to	our	questions.	We	

acknowledge	that	founders	in	this	type	of	young	Born	Global	companies	are	extremely	busy,	and	

since	 we	 only	 have	 a	 limited	 time	 available	 to	 do	 the	 interview	 we	 decided	 to	 do	 an	 email	

interview,	giving	our	interviewee	better	time	to	provide	us	with	well	thought	answers.		

According	 to	 Raymond	 Opdenakker	 in	 2006	 (qualitative-research.net),	 the	 email	

interview	method	has	some	social	 limitations,	but	as	our	questions	will	be	very	straight	forward,	

social	factors	will	not	play	an	important	role.	Combined	with	the	issue	of	time	available	for	us	and	

the	 interviewee,	and	 traveling	costs	we	believe	 that	an	email	 interview	 is	a	good	match	 for	our	

needs	of	validation.	

 

2.5 Validity & Reliability 

According	 to	 Easterby-Smith	 et	 al.	 in	 2008	 (Easterby	 et	 al.	 2008),	 reliability	 is	 about	 how	 the	

research	done	will	produce	consistent	findings	on	several	occasions.	It	takes	into	account	if	other	

researchers	 will	 reach	 the	 same	 findings	 and	 if	 the	 results	 reached	 through	 the	 research	 are	

transparent.	Validity	on	the	other	hand,	is	related	to	determining	if	the	findings	are	really	relevant,	

or	if	they	are	biased,	in	a	way	that	is	too	misleading.	In	relation	to	case	studies,	it	can	be	difficult	to	

keep	a	high	reliability	as	we	are	analyzing	data	that	was	not	initially	intended	to	be	used	for	a	case	

study	 and	 because	 there	 are	 no	major	 surveys	 to	 build	 reliability.	 Since	 this	 new	 type	 of	 Born	

Global	 company	 we	 have	 chosen	 to	 investigate,	 are	 evolving	 faster	 than	 anyone	 could	 have	

imagined	five	years	ago,	we	acknowledge	that	some	of	the	results	we	will	find	might	not	be	valid	

for	a	very	long	time.	However,	to	keep	the	reliability	as	high	as	possible,	we	will	leverage	the	fact	

that	we	are	two	people	writing	this	master	thesis.	This	means,	that	we	will	be	able	to	discuss	our	

findings,	and	thereby	remove	some	bias,	which	would	not	have	been	possible	had	we	written	this	
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master	thesis	separately.	Validity	is	a	little	different	when	it	comes	to	case	companies	than	what	is	

normally	seen	with	representative	surveys	or	other	strategies.	We	expect	 that	results	 related	to	

human	 capital	 will	 be	 valid	 in	 the	 future	 too,	 whereas	 the	 results	 we	 will	 get	 on	 the	 entire	

technological	part	as	well	as	the	environment	might	only	hold	value	for	a	limited	amount	of	time	

before	 it	 needs	 to	 be	 reviewed	 again.	 In	 order	 to	 build	 some	 more	 validity,	 we	 will	 use	 an	

interview	of	a	founder	from	a	third	platform-based	Born	Global	company,	which	will	enable	us	to	

some	extent	check	if	our	findings	are	consistent	with	a	similar	Born	Global	in	another	industry.	

		

2.6 Limitations 

It	 is	 important	 for	 us	 that	 we	 get	 an	 extensive	 understanding	 of	 the	 new	 type	 of	 Born	 Global	

company.	Since	we	are	 limited	by	a	certain	amount	of	pages,	we	have	decided	 to	 focus	on	 two	

companies,	 so	 that	 we	 can	 do	 a	 thorough	 research	 on	 each	 company.	 A	wider	 focus	 including	

more	companies	will	prevent	an	in	depth	analysis	of	the	companies,	which	will	result	in	results	of	

lesser	quality,	end	thereby	jeopardize	the	quality	of	this	master	thesis.	

There	are	also	limitations	that	we	as	authors	have	no	influence	on	such	as	time	line,	

page	 limit	 and	 formalities.	 These	 limitations	 have	 been	 part	 of	 the	 foundation	 for	 the	 research	

question.		
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3.	Literature	Review:	Born	Global	or	Die	Local	

In	the	following	section	of	this	master	thesis	we	will	explore	the	literature	in	depth	to	get	a	better	

understanding	of	internationalization	theory	in	general	and	especially	the	traditional	Born	Global	

companies	 and	 the	 Born	 Global	 concept	 in	 general.	 Companies	 have	 internationalized	 for	

centauries,	but	there	has	been	a	shift	away	from	traditional	internationalization	theories	such	as	

Uppsala	where	internationalization	takes	place	in	well	thought	stages,	to	a	more	rapid	and	direct	

approach	 to	entering	 foreign	markets.	During	 the	past	decades,	 scholars	have	 focused	more	on	

these	Born	Global	firms,	hence	reviewing	the	literature	will	enable	us	to	better	understand	thesx	

new	 type	of	 companies.	By	 reviewing	 the	Born	Global	 literature,	we	will	 first	of	 all	 get	a	better	

understanding	 of	 companies	 that	 undergo	 early	 internationalization,	 but	 it	 also	 enables	 us	 to	

identify	 the	 most	 relevant	 parameters	 that	 we	 need	 to	 research	 in	 our	 case	 studies.	

Simultaneously	this	literature	review	will	enable	us	to	have	a	consistent	structure	throughout	the	

master	 thesis.	 In	 practice,	 we	 will	 review	 as	 much	 as	 possible	 of	 the	 available	 Born	 Global	

literature,	this	will	enable	us	to	identify	the	most	important	parameters	in	the	literature,	which	we	

will	then	divide	this	literature	review	into.	

	

3.1	Stages	Approach	vs.	Born	Global	Literature	

Traditionally	 companies	 have	 first	 built	 a	 solid	 domestic	 foundation	 before	 internationalizing.	

When	 they	 then	 internationalize,	 they	 do	 so	 by	 gradually	 entering	 foreign	 markets,	 and	

systematically	build	a	 sustainable	presence	 in	 the	markets	 they	enter.	 This	has	 led	 to	especially	

two	 acknowledged	 internationalization	 theories;	Product	 Life	 Cycle	 Theory	 by	 Raymond	Vernon,	

and	the	Uppsala	Internationalization	Model	by	Johanson	&	Vahlne.	These	explains	how	companies	

approach	internationalization	in	certain	well	planned	steps,	that	among	other	factors	should	lower	

the	risk	of	internationalization.	This	traditional	approach	where	internationalization	is	divided	into	

certain	 stages,	 is	 very	 different	 from	 the	 approach	 taken	 by	 Born	 Global	 companies,	 that	

internationalize	at	a	very	early	stage	before	having	build	a	solid	domestic	presence.	It	is	important	

for	the	overall	understanding	of	this	master	thesis,	to	understand	how	different	the	Born	Global	

concept	 is	 to	 traditional	 internationalization	 theories,	 as	 this	 will	 provide	 an	 overall	 guideline	

where	changes	in	internationalization	is	considered	as	accepted	knowledge.	As	we	will	review	the	

Born	Global	 literature	 in	depth	 later	 in	 this	 review,	we	will	use	 the	 following	 to	briefly	describe	
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how	 internationalization	 takes	place	according	 to	stages	 theories.	The	extensive	 review	on	Born	

Global	literature	should	then	provide	a	clear	understanding	of	the	changes	happening	in	relation	

to	internationalization.	

The	Uppsala	Model	was	first	published	in	an	international	academic	review	in	1977	

by	Johanson	&	Vahlne.	The	model	has	been	revised	by	Johanson	&	Vahlne	in	1992,	2002,	2006	and	

latest	 in	2010.	 	 The	model	 is	based	on	empiric	 findings	by	Hörnell;	Vahlne	&	Wiedershein-Paul;	

Johanson	&	Wiedershein-Paul;	 Johanson;	 Forsgren	&	Kinch.	 The	Uppsala	model	 is	 based	on	 the	

process	 and	 order	 that	 several	 Swedish	 companies	 followed	 during	 their	 internationalization	

process.	The	Swedish	companies	followed	certain	stages	in	their	internationalization	process.	First	

they	 built	 a	 solid	 domestic	 presence,	 before	 they	 even	 started	 thinking	 about	 entering	 foreign	

markets.	 During	 their	 internationalization	 they	 gradually	 increased	 their	 commitment	 in	 foreign	

markets	by	 increasing	 their	presence	 in	 stages	 and	over	 time	as	 their	 knowledge	of	 the	 foreign	

market	 increased.	The	Product	Life	Cycle	was	developed	in	1966	by	Raymond	Vernon.	 It	 focuses	

on	 the	 internationalization	 process	 of	 the	 company	 (not	 to	 be	 mistaken	 by	 his	 PLC,	 product	

maturity	 life	 cycle).	 During	 the	 60’s,	 Vernon	 noticed	 that	 products	 in	 the	 USA	 were	 initially	

produced	 in	 the	 home	market,	 and	 then	 exported	 to	 other	 countries.	 Second	 stage	was	 when	

products	entered	the	maturity	phase,	in	which	production	of	products	is	started	in	other	advanced	

countries,	in	order	to	serve	local	markets.	Third	and	last	stage	is	when	products	have	become	so	

standardized,	that	production	could	be	moved	to	less	developed	countries,	with	lover	labor	costs	

(provenmodels.com)		

	

3.2	Born	Global	Literature	&	The	Resource-Based	View	

Though	 existing	 internationalization	 theory	 suggests,	 that	 companies	 internationalize	 gradually	

after	 several	 or	 more	 years	 of	 domestic	 operations,	 scholars	 noticed	 that	 a	 lot	 of	 SME’s	 were	

looking	beyond	the	domestic	market	from	their	very	inception.	As	new	research	was	completed,	it	

was	 soon	 clear	 that	 existing	 internationalization	 theories	 could	 no	 longer	 describe	 the	 entire	

Internationalization	process	of	all	companies.	Another	important	market	notice	made	by	Hedlund	

and	 Kverneland,	 was	 that	 countries	 were	 beginning	 to	 have	 several	 industrial	 similarities,	

suggesting	 that	 existing	 internationalization	 strategies	 needed	 to	 be	 revised	 to	 adapt	 to	 the	

changing	business	environment.	This	argument	was	also	made	by	Knight	&	Cavusgil	in	1996,	who	
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argued	that	with	the	appearance	of	Born	Global	companies,	traditional	Internationalization	theory	

were	being	challenged	to	whether	or	not	it	might	have	its	limitations.	The	term	“Born	Global”	was	

first	used	in	1993	when	McKinsey	consultant	Michael	Rennie	(Rennie,	1993)	used	it	in	a	survey	for	

the	Australian	Manufacturing	Council.	

By	first	conducting	a	thorough	research	of	the	literature	on	Born	Global	companies,	

we	have	identified	the	following	six	relevant	parameters	addressed	in	this	literature	review.	

3.2.1	The	Founder	

The	 founder	 has	 been	 mentioned	 more	 or	 less	 throughout	 the	 entire	 literature,	 as	 a	 very	

important	factor.	This	is	natural,	as	the	founder	is	the	person	that	from	the	very	beginning	shapes	

many	of	the	other	parameters	identified	in	the	literature.	The	founder	is	almost	always	a	part	of	

the	management	of	 the	companies,	 therefore	he	 is	highly	 involved	 in	determining	 the	direction	

which	 the	development	of	 the	product	 takes,	 how	 the	organization	 is	 shaped,	what	markets	 to	

enter	 as	 well	 as	 the	 overall	 strategy	 of	 the	 company.	 Clearly,	 an	 internationally	 experienced	

founder	will	 already	 from	 the	 start	 have	 a	 better	 knowledge	 of	 how	 to	 shape	 and	manage	 the	

company,	 as	well	 as	 a	network	 in	 foreign	 countries	 that	 can	be	highly	beneficial	when	entering	

foreign	 markets.	 An	 experienced	 founder	 will	 very	 often	 be	 suited	 to	 react	 efficiently	 to	

opportunities	 and	 threats	 that	 arise,	 which	 essentially	 can	 provide	 the	 company	 with	 a	

competitive	 advantage	 over	 the	 competitors	 that	 first	 have	 to	 learn	 how	 to	 operate	 in	 foreign	

markets.	It	will	be	very	interesting	to	analyze	the	founders	in	our	case	companies,	and	investigate	

if	there	are	any	founder	similarities	between	the	companies.	

What	 can	 probably	 be	 described	 as	 the	 earliest	 thorough	 research	 on	 these	

companies,	was	done	by	Hedlund	and	Kverneland	in	1985	(Hedlund	,	1985).	It	was	clear	to	them	

that	 companies	 where	 founders	 had	 significant	 international	 experience,	 tended	 to	

internationalize	 earlier,	 and	 that	 foreign	 market	 knowledge,	 acquired	 through	 strategic	

partnerships	 such	as	 local	agents,	 joint	ventures	and	 licensing	partners	 supported	a	 fast	market	

entry.	

Other	 early	 research	 thoroughly	 analyzed	 the	 Born	 Global	 concept,	 taking	 various	

points	 of	 view.	 In	 1989	 Ganitsky	 investigated	 companies	 in	 Israel,	 in	 particular	 the	 contrast	

between	“companies	established	expressly	from	their	 inception	to	serve	foreign	markets	(innate	

Exporters)”	and	those	that	 first	operated	 in	their	domestic	market	before	entering	new	markets	
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(adoptive	exporters).	Innate	exporters	possess	significant	international	knowledge	from	founders	

or	management	with	international	experience.	

Knight	 &	 Cavusgil	 (1996)	 found	 in	 their	 examination	 of	 studies	 supporting	 early	

internationalization,	 that	 Born	 Global	 companies	 were	 often	 technology	 oriented	 companies	

where	management	had	a	vision	and	strategy	to	become	an	international	venture.	

In	2005,	 in	the	thorough	review	on	Born	Global	companies	by	Rialp,	Rialp	&	Knight	(Rialp	 	et.	al,	

2005),	 they	 defined	 what	 must	 be	 considered	 the	 most	 comprehensive	 explanation	 of	 key	

characteristics	 in	 Born	 Global	 companies,	 supporting	 success	 in	 early	 internationalization.	 Their	

review	 describes	 how	 international	 experience	 of	 founders	 and	 managers	 facilitates	 early	

internationalization,	as	their	managerial	vision	is	often	global	from	inception	and	their	experience	

provides	a	strong	orientation	in	the	markets	and	thereby	focus	on	customers	needs	in	all	markets.	

Especially	 the	 fact	 that	 founders	 and	managers	 have	 international	 experience,	 has	 also	 proven	

very	valuable	when	it	comes	to	navigating	in	foreign	markets,	as	they	prior	to	entry	had	important	

knowledge	about	either	the	specific	foreign	market	or	the	global	markets	and	internationalization	

in	general.	International	founders	and	managers	often	have	a	network	in	foreign	countries,	which	

support	their	commitment	to	succeeding	 in	other	countries.	Founders	and	managers	know	from	

inception	 that	 their	 network	 can	 provide	 a	 competitive	 advantage	 over	 competitors	 when	

internationalizing,	which	 increases	 their	commitment	 to	 foreign	markets	as	 they	want	 to	exploit	

this	 competitive	 advantage.	 It	 is	 clear,	 that	 international	 experience,	 as	 well	 as	 the	 global	

orientation	of	 founders	and	managers	has	a	great	 impact	on	a	successful	Born	Global	company,	

but	it	is	far	from	enough	to	describe	the	management	when	it	comes	to	the	characteristics	of	Born	

Global	companies.	

In	 2007,	 Acedo	 and	 Jones	 put	 a	 great	 effort	 into	 examining	 the	 four	 behavioral	

aspects	of	 founders;	 the	 four	being	their	perception	of	 risk,	proactivity,	 tolerance	 for	ambiguity,	

and	 international	 orientation.	 What	 they	 discovered	 was,	 that	 a	 high	 international	 orientation	

would	 create	 a	 higher	 level	 of	 proactivity	 while	 decreasing	 the	 perception	 of	 risk	 in	

internationalization	(Acedo	et.al,	2007).		

Laanti	and	Gabrielsson	(2007)	analyzed	founders	and	managers,	and	found	that	since	

Born	 Global	 companies	 in	 the	 early	 stages	 of	 their	 internationalization	 process	 often	 can	 be	

regarded	as	smaller	companies	and	thereby	have	disadvantages.	Born	Global	companies	have	to	
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obtain	their	resources	from	their	external	networks	or	via	knowledge	obtained	from	the	founders	

earlier	experiences	(Laanti		et.al.	2007).		

In	 relation	 to	 the	 Resource-based	 View,	 the	 founder	 is	 an	 example	 of	 intangible	

resources	 that	 create	 a	 competitive	 advantage.	 Founders	 possess	 knowledge	 that	 can	 not	 be	

copied	 by	 competitors.	 Intangible	 knowledge	 in	 the	 shape	 of	 founder’s	 experience	 and	

personality,	is	something	that	can	never	be	acquired	by	competitors	and	it	is	very	time	consuming	

and	difficult	to	try	to	copy.	Research	on	Born	Global	companies	done	with	a	Resource-based	View	

perspective	is	scarce,	but	in	2006	Rialp	and	Rialp	studied	a	representative	sample	of	companies	in	

Spain	that	exported	products.	They	did	so	to	analyze	the	effect	of	particularly	intangible	resources	

on	 the	 internationalization	 of	 Born	 Global	 companies.	 What	 they	 found	 was,	 that	 human	

resources	have	a	major	impact	on	the	success	of	Born	Global	companies.		

3.2.2	The	Product	

We	have	found	in	the	literature,	that	the	product	or	service	rendered	to	the	customer,	has	a	huge	

impact	in	early	internationalization.	Due	to	the	increased	global	competition,	literature	agrees	that	

a	unique	product,	 is	needed	if	success	 in	the	global	market	 is	to	be	achieved.	A	unique	product,	

very	 often	 appeals	 to	 a	 niche	 market,	 which	 in	 many	 cases	 can	 be	 too	 small	 in	 the	 domestic	

market	 of	 the	 company.	 When	 this	 is	 the	 case,	 the	 company	 is	 pushed	 to	 early	

internationalization,	 simply	 in	 order	 for	 them	 to	 reach	 a	 customer	 segment	 large	 enough.	 	 The	

companies	 we	 have	 chosen	 to	 investigate	 in	 this	 master	 thesis,	 are	 all	 companies	 operating	 a	

service	 dependent	 on	 the	 internet.	We	 hope,	 that	 in	 our	 cross-caseanalysis	 we	will	 be	 able	 to	

determine	other	relations	between	their	products	besides	from	the	IT	aspect.	This	could	help	to	

explain	 why	 these	 companies	 specifically	 were	 able	 to	 successfully	 become	 a	 Born	 Global	

company.	

As	mentioned	previously,	McKinsey	 consultant	Michael	Rennie	 conducted	a	 survey	

for	 the	 Australian	 Manufacturing	 Council	 in	 1993.	 During	 this	 study,	 he	 found	 that	 new	 Born	

Global	ventures	proved	to	be	very	competitive	against	competitors	when	entering	new	markets,	

partly	due	to	their	innovative	technology.	Which	is	also	emphasized	in	the	study	by	Rialp,	Rialp	&	

Knight	(2005),	where	they	find	that	superior	quality	in	the	product	is	very	often	a	factor	that	can	

be	 used	 to	 describe	 companies	 that	 internationalize	 early,	 as	 well	 as	 companies	 developing	

leading	technology	that	can	easily	be	scaled	into	foreign	markets.	
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Oviatt	&	McDougall	 (1994)	called	these	Born	Global	companies	 International	New	Ventures,	and	

by	 integrating	 existing	 MNE	 theories	 with	 recent	 entrepreneurship	 research	 they	 defined	 four	

“Necessary	 and	 Sufficient	 Elements	 for	 Sustainable	 International	 New	Ventures.”,	 the	 elements	

being	 1.	 Internalization	 of	 Some	 Transactions;	 2.	 Alternative	 Governance	 Structures;	 3.	 Foreign	

Location	Advantages;	and	4.	Unique	Resources.	Oviatt	&	McDougall	argues	that	unique	resources	

which	creates	value	in	more	than	one	country,	can	create	sustainable	competitive	advantage	and	

ensure	the	success	of	International	New	Ventures.	

In	 2003,	 a	 survey	 by	 McNaughton	 found,	 that	 most	 Born	 Global	 companies	 with	

proprietary	 and	 knowledge	 intensive	 products	would	 enter	 several	 foreign	markets	 at	 once,	 or	

close	to	each	other	in	time,	especially	if	their	Domestic	market	is	small.	

Looking	 at	 the	 product	 from	 a	 Resource-based	 View,	 the	 product	 once	 built	 is	 a	

tangible	 resource	 (Carter	 et.al,	 2008),	 it	 can	 however	 be	 very	 difficult	 to	 imitate,	 as	 several	

intangible	resources,	especially	human	resources	impact	how	the	product	is	shaped.	In	relation	to	

Born	Global	companies,	there	has	not	been	done	any	specific	product	related	research	in	relation	

to	the	Resource-based	View.	

3.2.3	The	Organization	

When	internationalizing,	it	is	important	for	companies	to	be	aware	of	their	internal	strengths	and	

weaknesses.	This	observation	was	also	made	in	our	review	of	the	literature,	as	scholars	mention	

how	the	structure	of	a	company	can	strongly	influence,	their	readiness	to	exploit	opportunities	in	

foreign	markets,	as	well	as	protect	 themselves	 from	threats.	A	very	 important	strength	of	many	

Born	 Global	 companies	 is,	 according	 to	 the	 literature,	 that	 the	 organization	 structure	 is	 very	

flexible,	enabling	them	to	adapt	to	the	specific	market	conditions	in	foreign	markets.	Likewise,	it	is	

clearly	 important	 to	 have	 an	 organization,	 where	 learning	 flourish,	 both	 when	 it	 comes	 to	

acquiring	 new	 knowledge	 from	 outside	 the	 companies,	 but	 also	 to	 share	 this	 and	 existing	

knowledge	internally	between	the	employees	of	the	company.		

	

The	 research	by	Michael	Rennie	 in	1993	showed	 two	 types	of	 Internationalization	companies	 in	

Australia.	 In	 this	 study,	 Michael	 Rennie	 found	 that	 Born	 Global	 companies	 are	 present	 in	 all	

industries,	 and	 due	 to	 the	 flexibility	 of	 new	 ventures	 combined	with	 the	 previously	mentioned	
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innovative	 technology,	 they	 proved	 to	 be	 competitive	 against	 larger	multinational	 corporations	

when	entering	new	markets.		

As	 these	 companies	 enter	 the	 international	 market,	 they	 hold	 a	 very	 valuable	

competitive	advantage,	as	they	are	much	more	flexible	compared	to	their	competitors,	according	

to	Ganitsky	in	1989.	However	what	often	restrains	innate	exporters,	Ganitsky	argues	is	their	lack	

of	resources	(Ganitsky	et.al	1989).	

In	 2007	 Zhou	 said,	 that	 organizational	 knowledge	 is	 of	 utmost	 importance,	 and	

stated	 that	 this	 tends	 to	 be	 achieved	 by	 proactively	 seeking	 business	 opportunities	 in	 foreign	

countries,	and	thereby	staying	innovative.	This	is	very	different	from	a	more	traditional	company	

operating	 in	 foreign	markets,	as	 their	 knowledge	 tends	 to	accumulate	 slowly	and	stepwise	over	

time.	Zhou	highlighted	three	dimensions	common	to	young	Born	Global	companies.	First	and	most	

importantly	they	proactively	seek	business	opportunities,	second	they	are	innovative	and	last	the	

least	influential	factor	is	the	degree	to	which	they	address	the	risk	of	internationalizing.	As	Zhou’s	

study	 shows,	 it	 is	 also	 important	 to	 investigate	each	dimension	of	a	 company	 in	an	appropriate	

and	respectful	manor	(Zhou,	2007).	

In	the	literature	Rialp	et	al.	argues,	that	their	ability	and	flexibility	to	quickly	adapt	to	

market	 changes	 is	 very	 important	 to	 keep	 in	 mind,	 as	 this	 allows	 them	 to	 exploit	 new	

opportunities	in	the	market	as	well	as	protect	themselves	against	rising	threats	(Rialp	et	al.	2005).	

Not	 to	mention	 the	 fact	 that	 internationally	 experienced	 founders	 bring	 valuable	 knowledge	 in	

how	 to	 organize	 the	 company	 to	 operate	most	 efficiently	 in	 foreign	markets	 (McDougall	 et	 al.	

2003).	

	 Since	 the	 Resource-based	View	 focuses	 on	 the	 internal	 resources	 of	 the	 company,	

the	organization	is	a	very	important	parameter	when	analyzing	the	company’s	internal	resources.	

By	 approaching	 the	Organization	 parameter	with	 a	 Resource-based	 View,	 it	 is	 easier	 to	 keep	 a	

clear	 focus	 of	 what	 is	 actually	 important	 to	 look	 into	 further.	 In	 2000	 (Yeoh.	 2000),	 Yeoh	

investigated	how	young	Born	Global	companies	search	for	information.	What	she	found	was	that	

organizational	characteristics	are	one	of	the	most	 influential	 factors	to	how	a	company	searches	

for	 information.	 In	 a	 later	 study	 by	 Yeoh	 in	 2004	 she	 examined	 three	 characteristics	 that	

contributed	 to	 the	 internationalization	 process.	 Yeoh	 examined	 the	 impact	 that	 technological,	

market	 and	 social	 knowledge	 had	 on	 the	 internationalization	 procedure.	 Yeoh’s	 findings	
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discovered	 that	 companies	 leveraging	 their	 internal	 human	 resources	 to	 create	 networks	 with	

suppliers	and	customers	have	great	impact	on	a	company’s	internationalization	process	and	future	

performance.	The	same	applies	for	using	suppliers	and	customers	to	get	a	better	understanding	of	

the	local	market	and	culture	(Yeoh.	2004).	

As	mentioned	previously,	 Rialp	 and	Rialp	 conducted	 a	 study	 specifically	 to	 analyze	

intangible	resources.	And	what	they	found,	was	not	only	that	human	resources	are	of	the	utmost	

importance,	but	also	that	the	organizational	capital	resources	have	a	major	impact	on	the	success	

of	Born	Global	companies.	

3.2.4	The	Environment	

Throughout	 the	 literature,	 there	 are	no	 consistent	 findings,	 explaining	what	 environment	 is	 the	

best	 for	 a	 Born	 Global.	 However,	 some	 factors	 are	 mentioned	 as	 promoting	 early	

internationalization.	These	are	factors,	such	as	industries	with	high	growth,	as	well	as	knowledge	

intensive	 industries.	 Many	 emphasize	 the	 High-Tech	 industries,	 as	 a	 place	 where	 Born	 Global	

companies	flourish,	probably	as	entry	barriers	in	these	industries,	once	the	product	is	ready,	tend	

to	be	smaller	than	in	many	other	industries.	An	aspect	of	the	environment	which	we	think	is	not	

sufficiently	discussed	in	the	literature,	is	the	importance	of	the	customers	in	the	various	markets.	

If	we	in	our	analysis	of	the	companies	chosen,	can	find	certain	similarities	in	their	customers,	this	

might	 support	 a	 scenario	 suggesting	 that	 companies	 should	 shape	 the	 rest	 of	 the	 parameters	

mentioned,	to	be	suited	for	customers	around	the	world,	i.e	their	product,	strategy,	approach	to	

market	 entry	 and	 so	 on.	 If	 this	 is	 the	 case,	we	will	most	 likely	 find	 that	 successful	 Born	Global	

companies	enter	industries,	where	the	customer’s	needs	are	well	defined	and	very	similar	around	

the	world,	making	it	easier	to	rapidly	upscale	a	business.	

In	 2007	 Fernhaber,	 McDougall	 and	 Oviatt	 studied	 scholarly	 literature,	 to	 identify	

what	kind	of	industry	structures	encourage	early	internationalization.	Their	study	revealed	several	

interesting	 industry	 factors	 that	 support	 early	 internationalization.	 Companies	 operating	 in	 high	

growth	 industries	 tended	 to	 internationalize	 earlier	 than	 companies	 operating	 in	 mature	 or	

emerging	 markets.	 There	 also	 seemed	 to	 be	 a	 coherence	 between	 the	 degree	 of	 knowledge	

intensity	 in	 an	 industry	 and	 the	 likelihood	 that	 the	 companies	 would	 undergo	 early	

internationalization,	 as	 companies	 in	 knowledge	 intensive	 industries	 tend	 to	 internationalize	

earlier	than	companies	operating	in	industries	where	the	knowledge	factor	is	not	as	immense.	All	
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this	 makes	 perfect	 sense,	 as	 companies	 with	 superior	 knowledge	 often	 hold	 a	 competitive	

advantage	over	other	companies,	and	want	to	exploit	that	advantage	globally	before	competitors	

achieve	the	same	or	similar	knowledge.	A	fast	growing	market	is	then	a	factor	that	facilitates	and	

makes	the	internationalization	easier,	just	as	well	as	industries	where	Venture	Capital	is	easier	to	

acquire,	will	facilitate	early	internationalization	(Fernhaber	et.al.	2007).	

In	 2008	 Kudina,	 Yip	 and	 Barkema	 examined	 British	 Born	Global	 companies,	whose	

main	 reason	 to	 internationalize	 was	 because	 of	 the	 size	 of	 the	 UK	 market,	 a	 market	 that	 is	

normally	considered	a	big	and	very	attractive	market	by	many	companies.	As	this	study	revealed	

that	 some	British	 companies,	 found	 the	UK	market	 to	be	 too	 small,	 it	 is	 clear	 that	 the	 size	of	a	

market	 can	 not	 just	 be	 described	 as	 small	 or	 big.	 There	 is	 a	 need	 for	 a	 third	 definition	 taking	

markets	such	as	 the	UK	market	 into	account.	Kudina	et	al.	 therefore	argued	that	 the	reason	 for	

early	internationalization	might	differ	from	Born	Global	companies	operating	in	large	markets	such	

as	the	US,	 to	companies	 in	medium-sized	markets	 like	the	UK,	and	smaller	markets	 like	Belgium	

(Kudina	et.al.	2008).	

Etemad	(2004)	also	mentions	some	important	external	factors	driving	new	ventures	

into	early	internationalization.	Among	several	external	factors,	which	we	have	already	addressed	

previously,	is	the	fact	that	international	markets	are	becoming	more	and	more	liberalized,	as	well	

as	 the	 technological	 improvements	 in	 information	 and	 communication	 technologies.	 Combined	

with	resources	of	foreign	partners,	it	is	becoming	easier	for	a	new	venture	to	internationalize	and	

benefit	from	the	economics	of	scale	that	internationalization	can	potentially	bring	(Etemad.	2004).	

	 As	 understanding	 the	 environment	 in	 which	 our	 two	 case	 companies	 operate,	 we	

have	 decided	 to	 use	 the	 Porters	 Five	 Forces	 framework	 to	 get	 a	 structured	 approach	 when	

analyzing	 both	 of	 our	 case	 companies.	 The	 Porter	 Five	 Forces	 framework	 will	 only	 be	 used	 to	

provide	 us	with	 an	 understanding	 of	 the	 environments,	 and	will	 not	 be	 used	 elsewhere	 in	 this	

master	thesis.	

3.2.5	The	Strategy	

Going	 through	 the	 literature	 on	 Born	 Global	 companies,	 there	 is	 a	 common	 consent	 that	 the	

strategy,	 is	a	 factor	 that	can	either	make	or	break	 the	company.	The	 right	 strategy	 is	extremely	

important	when	internationalizing,	as	it	is	what	shapes	the	company	in	the	eyes	of	the	customer.	

If	 the	 strategy	 is	 shaped	 in	 a	way,	 so	 that	 it	 can	be	used	 in	 all	markets,	 it	would	 create	 a	 solid	
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foundation	for	rapid	international	growth.	In	the	literature	a	differentiation	strategy	is	considered	

to	be	the	most	successful	strategy,	but	as	the	world	gets	more	connected,	it	might	be	difficult	to	

significantly	differentiate	 from	existing	companies	 in	 the	 future.	During	 the	past	5-10	years,	 the	

world	has	seen	old	existing	industries	being	disrupted,	which	might	lead	to	a	new	type	of	strategy	

that	goes	beyond	differentiating.	The	companies	we	have	chosen,	are	both	very	young	companies,	

enabling	us	to	investigate	how	strategies	of	the	most	recent	times	tend	to	be	shaped.	Speaking	of	

how	fast	the	world	evolves,	learning	is	also	a	key	aspect	of	a	companies	strategy	in	order	for	them	

to	stay	innovative.	

During	the	study	in	1993	by	McKinsey	consultant	Michael	Rennie,	he	found	that	75%	

of	 the	 companies	 were	 well	 established	 in	 the	 domestic	 market.	 They	 had	 a	 strong	 financial	

position,	and	when	 internationalizing,	which	on	average	took	place	after	27	years	of	operations,	

they	still	kept	their	primary	focus	on	the	domestic	market,	as	only	20%	of	total	sales	came	from	

export.	

The	 remaining	 25%	 of	 the	 companies,	 is	 the	 group	 Rennie	 called	 Born	 Global	

companies.	 Studying	 300	 companies,	 Rennie	 found	 that	 Born	Global	 companies	 in	Australia,	 on	

average	internationalized	two	years	after	founding,	and	generated	around	75%	of	total	sales	from	

foreign	operations.	As	Rennie	stated;	“A	new	breed	of	Australian	company	shows	that	it	is	possible	

to	succeed	in	world	markets	without	a	well	established	domestic	base”,	a	statement	that	over	and	

over	again	would	prove	itself	around	the	world.	

In	2004,	Etemad	 reviewed	existing	 theory	and	 important	 factors	 that	 contribute	 to	

the	internationalization	as	well	as	success	in	foreign	markets.	What	he	discovered,	was	that	one	of	

the	most	critical	 internal	 characteristics	 is	 the	effect	 that	 founders	have	on	company	actions,	 in	

particular	 the	 managerial	 experience	 and	 orientation	 of	 founders	 is	 important.	 Other	 internal	

factors	 that	 he	 addressed	 as	 important	 in	 driving	 internationalization,	 are	 the	 operational	

economics,	 the	 characteristics	 of	 existing	 competitors,	 costs	 for	 R&D	 as	 well	 as	 the	 strategic	

decisions	made	in	international	operations.	

Knight,	Madsen	and	Servais	 (2004)	 investigated	marketing	 related	strategies	within	

Born	Global	companies.	The	study	was	conducted	using	case	and	survey	data	from	Denmark	and	

the	 USA.	 From	 this	 study	 the	 authors	 reached	 a	 conclusion	 that	 pointed	 towards	 Born	 Global	

companies	 having	 to	 tailor	 their	 strategy	 for	 each	 foreign	 market	 they	 entered,	 especially	 by	
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focusing	on	the	markets	customers	to	reach	the	best	possible	performance	in	that	specific	market.	

The	 companies	 have	 to	 create	 an	 environment	were	 focus	 is	 on	product	 adaptation,	marketing	

planning	process,	control	of	marketing	activities,	ability	to	differentiate	the	product	and	whether	

pricing	is	competitive	along	with	advertisement	and	distribution	(Knight	et	al.	2004).	Focusing	on	

their	customers	and	the	value	generated	by	them	helped	to	drive	key	marketing	strategies.		Born	

Global	 companies	 are	 known	 for	 having	 limited	 resources	 and	 thereby	 having	 focus	 on	 their	

strategy,	 creates	 a	 situation	 where	 employment	 roles	 are	 essential	 for	 the	 survival	 of	 the	

company.	 The	 focus	 was	 on	 employment	 strategy	 but	 also	 product	 quality	 and	 differentiation	

strategy	had	important	roles	within	the	companies	(Knight	et	al.	2004).	

In	 2005	 Knight	 and	 Cavusgil	 conductet	 a	 study	 on	 hundreds	 of	 companies	 and	

categorized	 them	 in	 four	groups.	The	categorization	was	based	on	 the	strategies	 the	companies	

had	 chosen.	 The	 Born	 Global	 companies	 in	 the	 first	 group	 had	 a	 strong	 entrepreneurial	 and	

strategic	 focus	within	 their	 companies	 but	 also	 had	 excellent	 international	 performance.	 These	

companies	excelled	using	differentiation	and	focus	strategies.	Group	two	companies	also	had	their	

emphasis	 on	 differentiation	 and	 focus	 strategies.	 They	 however	 also	 focused	 on	 having	 a	

technological	 leadership	 within	 their	 markets.	 The	 companies	 in	 group	 three	 had	 a	 primary	

strategy	of	cost	leadership.	Knight	and	Cavusgil,	state	that	these	companies	also	compete	on	price	

competition	that	reduces	the	profit	margins.	These	companies	are	often	less	profitable	and	more	

susceptible	to	competition.	Knight	and	Cavusgil,	states	that	a	cost	 leadership	strategy	for	a	Born	

Global	company	is	not	a	suitable	strategy.	This	is	because	Born	Global	companies	often	are	newer	

companies	with	few	scale	advantages.	Group	four	also	had	a	cost	 leadership	focus.	Group	three	

and	four	were	the	weakest	performing	because	of	the	cost	 leadership	focus.	Group	four	did	not	

choose	a	distinctive	strategy	to	follow,	instead	they	went	with	a	mix	of	the	strategies.	This	created	

a	“Stuck	in	the	middle”	situation	with	substantial	losses	for	the	companies	(Knight	et	al.	2005).	The	

study	overall	concluded	that	Born	Global	companies	need	a	well-defined	strategy	within	a	focus	of	

differentiation	strategy.		

Kuivalainen,	 Sundqvist	 and	 Servais	 (2007)	 explored	 the	 correlation	 between	

entrepreneurial	 orientations	 and	 Born	 Global	 companies	 strategies.	 Kuivalainen,	 Sundqvist	 and	

Servais	 concluded	 that	 the	 speed	 with	 which	 a	 company	 becomes	 a	 Born	 Global	 could	 be	

contributed	 to	 higher	 levels	 of	 export	 resources	 within	 the	 company.	 The	 entrepreneurial	



	 29	

orientation	was	seen	as	an	important	factor	in	the	development	of	the	international	strategy	and	

was	 seen	 to	have	 greater	 significance	 the	more	 the	 companies	 strive	 towards	wanting	 a	higher	

degree	of	internationalization	(Kuivalainen		et	al.	2007).				

Looking	 at	 the	 strategy	 from	a	Resource-based	View,	 the	 intangible	 resources	of	 a	

company	greatly	impact	this	parameter.	This	is	due	to	the	fact	that	the	strategy	is	being	shaped	by	

humans,	 and	 as	 we	 have	 learned,	 human	 resources	 in	 the	 organization	 and	 especially	 the	

intangible	resources	of	the	founders	have	a	great	impact	on	the	success	of	a	Born	Global	company.	

The	strategy	is	a	very	important	parameter	in	the	Born	Global	literature,	which	in	relation	to	the	

Resource-based	 View,	 should	 provide	 a	 great	 overview	 of	 how	 Born	 Global	 companies	 can	

leverage	 their	 internal	 resources.	 It	 is	however	a	Born	Global	parameter	 in	which	 there	has	not	

really	been	conducted	any	Resource-based	View	research.	

3.2.6	Approach	to	Market	Entry	

By	reviewing	the	literature,	it	is	clear	that	a	lot	has	happened	over	the	years	when	it	comes	to	the	

approach	taken	by	companies	when	entering	foreign	markets.	Previously	the	approach	was	very	

well	planned,	whereas	literature	tells	us	that	Born	Global	companies	tend	to	skip	certain	stages	in	

traditional	internationalization	theory.	First	mover	advantages	are	not	really	being	discussed	in	the	

literature,	 so	 it	 will	 be	 very	 interesting	 to	 examine	 how	 our	 companies	 have	 undergone	

internationalization,	and	for	what	reasons	their	approach	has	been	so	aggressive.	With	technology	

evolving	at	the	pace	it	does,	it	is	becoming	easier	for	companies	to	launch	a	similar	product.	Hence	

in	 many	 ways	 the	 true	 value	 of	 a	 company	 is	 shifting	 away	 from	 the	 product	 itself,	 to	 being	

created	 by	 the	 users	 and	 the	 data	 and	 information	 they	 create	 and	 provide	 to	 the	 ecosystem	

surrounding	 the	 company.	 When	 analyzing	 our	 case	 companies,	 it	 will	 be	 important	 for	 us	 to	

investigate	where	the	true	value	of	the	companies	lies.	

Hedlund	and	Kverneland	did	what	can	probably	be	described	as	the	earliest	thorough	

research	on	this	parameter,	in	1985	(Hedlund	et	al.	1985).	Though	the	term	Born	Global	was	not	

coined	 yet,	 Hedlund	 and	 Kverneland	 investigated	 Swedish	 companies	 entering	 the	 Japanese	

market,	and	what	they	found	was	that	entry	strategies	were	switching	away	from	traditional	and	

well	planned	 internationalization	strategies,	 to	be	more	direct	and	rapid.	As	many	as	half	of	 the	

companies	investigated,	went	directly	from	an	import	agent,	to	actually	manufacturing	in	Japan.	
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An	 interesting	 factor	 when	 looking	 at	 Born	 Global	 companies,	 and	 how	 they	 compete	 against	

competitors	 that	 do	not	 internationalize	 early	 on,	 is	 that	Born	Global	 companies	often	perform	

better	than	companies	who	wait	years	before	they	internationalize	(Moen		et	al.	2002).	The	reason	

for	this,	could	be	found	in	a	study	by	Chetty	and	Campbell-Hunt	in	2004,	where	they	discovered	

that	Born	Global	companies	had	a	very	aggressive	approach	 to	 learning.	Born	Global	companies	

tolerate	 initial	 failure	 better,	 by	 aggressively	 seeking	 a	 solution	 to	 problems,	 they	 proactively	

engage	 in	 learning	 and	 experimentation	 in	 international	 markets,	 making	 them	 a	 lot	 more	

effective	than	competitors	waiting	to	internationalize	(Chetty		et	al.	2004).		

In	 2006,	 Luostarinen	 and	 Gabrielson	 did	 a	 research	 on	 mature	 Born	 Global	

companies	 in	 Finland,	 to	 determine	 characteristics,	 by	 looking	 at	 the	 entire	 internationalization	

process.	What	they	found,	was	very	interesting,	as	it	could	be	argued	that	many	of	the	companies	

had	 followed	 traditional	 internationalization	 theory,	 though	 they	 had	 skipped	 some	 stages.	

Luostarinen	and	Gabrielson	noted	that	conventional	internationalization	theory,	still	holds	a	lot	of	

explanatory	 value,	when	analyzing	 a	Born	Global	 company	 and	 it	 is	 internationalization	process	

(Luostarinen		et	al.	2006).	

Freeman,	 Edward	 and	 Schroder	 (2006)	 identified	 constraints	 that	 challenge	 Born	

Global	companies	with	their	absence	of	resources,	inadequate	economies	of	scale	and	aversion	to	

taking	 risks.	 The	 article	 studied	 how	 Born	 Global	 companies	 overcame	 these	 obstacles	 by	

introducing	 technology	 to	 generate	 competitive	 advantages	 and	 by	 networking	 to	 develop	

alliances.	 The	 article	 states	 that	 Born	 Global	 companies	 can	 overcome	 internationalization	

obstacles	by	engaging	in	networks	across	the	world	(Freeman	et	al.	2006).			

Mudambi	 and	 Zahra	 (2007)	 article	 is	 about	 the	 survival	 of	 Born	 Global	 companies	

when	 it	 comes	 to	 internationalization	 into	 new	 markets.	 Mudambi	 and	 Zahra	 compared	 Born	

Global	 companies	 rapid	 approach	 to	 internationalization	 to	 traditional	 internationalization.	 The	

comparison	 showed	 that	 Born	 Global	 companies	 hurried	 internationalization	 did	 not	 create	 a	

situation	 that	 created	more	 company	 failures.	 Born	 Global	 companies	 that	 enter	markets	 with	

high	 levels	 of	 growth	 have	more	 success	 than	 Born	Global	 companies	 that	 target	markets	with	

lower	levels	of	growth.		The	article	also	concludes	that	the	larger	a	company	is	the	more	likely	it	is	

in	succeeding	(Mudambi	et	al.	2007).	



	 31	

Laanti	 and	 Gabrielsson	 (2007)	 analyzed	 founders	 and	 managers,	 the	 financial	 resources,	

innovation	and	networks	 that	 roles	each	part	had	 in	 the	 in	 the	 internationalization	process.	The	

article	also	investigated	the	product	market	and	operational	strategies	of	Born	Global	companies.	

The	findings	revealed	Born	Global	companies	do	not	follow	traditional	internationalization	in	many	

key	areas.	Many	Born	Global	companies	internationalized	rapidly	to	far	away	markets	or	markets	

that	were	very	different	from	their	home	markets	(Laanti		et.al.	2007).	

	

3.3	Summary	

We	have	found	that	the	six	most	important	parameters	shaping	a	Born	Global	company	are;	the	

founders,	 the	 product,	 the	 organization,	 the	 environment,	 the	 strategy	 and	 their	 approach	 to	

market	entry.	The	parameters	will	create	the	structure	for	the	rest	of	this	master	thesis,	that	way	

we	are	sure	that	we	have	a	consistent	approach	to	the	literature,	our	case	studies	and	the	cross-

caseanalysis.	 We	 have	 noticed	 that	 parts	 of	 the	 literature	 are	 from	 before	 the	 internet	 really	

became	mainstream,	so	it	will	be	interesting	to	see	if	the	earliest	Born	Global	literature	still	holds	

value	when	analyzing	platform-based	Born	Global	companies	in	the	sharing	economy.	All	together,	

Born	Global	companies	have	an	 international	vision	from	inception	and	a	much	more	aggressive	

approach	 to	 internationalization.	 They	 do	 not	 have	 the	 same	 perception	 of	 risk	 as	 companies	

waiting	 to	 internationalize,	 instead	 they	 aggressively	 seek	 to	 exploit	 the	 opportunities	 the	

international	 markets	 offer	 before	 competitors	 do	 so.	 Flexibility	 seems	 to	 be	 a	 keyword,	 and	

international	 experience	 in	 the	 founding	 teams	 of	 the	 utmost	 importance.	 With	 this	 new	

knowledge	of	the	Born	Global	concept,	we	are	now	better	suited	to	conduct	our	two	case	studies.	
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4.	Case	Airbnb:	Disrupting	the	hotel	industry	

In	the	following,	we	will	investigate	the	platform-based	Born	Global	company	Airbnb	in	depth.	This	

we	 will	 do	 to	 get	 a	 better	 understanding	 of	 a	 successful	 Born	 Global	 company	 in	 the	 sharing	

economy	that	have	proven	capable	of	scaling	into	foreign	markets	at	a	speed	never	seen	by	other	

types	of	non	platform-based	Born	Global	companies	in	the	sharing	economy	before.	As	we	will	get	

a	 better	 overall	 understanding	 of	 the	 company	 and	 the	 factors	 that	 have	 influenced	 their	

approach	to	internationalization,	we	will	be	better	suited	to	answering	our	research	question.	In	

order	for	us	to	research	Airbnb	thoroughly,	we	will	 in	the	following	conduct	a	case	study,	which	

will	 enable	us	 to	explore	all	 areas	of	 the	 company.	 The	 structure	of	 the	 case	 study	will	 take	 its	

foundation	in	our	finding	of	the	six	parameters	in	the	literature	review.	The	six	parameters	being;	

the	 founders,	 the	 product,	 the	 organization,	 the	 environment,	 the	 strategy	 and	 lastly	 their	

approach	to	market	entry.	By	structuring	the	case	study	into	these	six	parameters,	we	will	be	sure	

that	our	findings	will	be	easy	to	relate	to	the	literature,	and	ensure	that	we	address	all	the	most	

important	parts	of	a	Born	Global	company.	

	

4.1	History	of	Airbnb	

	
Created	from	Airbnb.com1		

	

In	2007,	Brian	Chesky	and	Joe	Gebbia	decided	that	they	wanted	to	start	their	own	company.	The	

only	problem	was,	that	at	this	point	they	did	not	really	have	a	business	 idea.	Nevertheless,	they	

Figure	3	
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moved	to	San	Francisco,	only	to	face	another	problem;	as	they	could	not	pay	the	rent.	At	the	same	

time,	there	was	a	big	design	conference	in	the	city,	making	all	hotel	rooms	in	San	Francisco	fully	

booked.	 As	 Brian	 and	 Joe	 could	 not	 pay	 their	 rent,	 they	 thought	 that	 maybe	 some	 of	 the	

conference	visitors,	that	were	unable	to	book	a	hotel	room,	would	want	to	rent	an	air	mattress.	

They	launched	a	very	simple	blog	with	a	map,	and	three	conference	visitors	rented	an	air	mattress	

in	 their	 apartment.	 From	 this,	 they	 earned	 80$	 per	 visitor,	 enabling	 them	 to	 pay	 the	 rent	

(techcrunch.com).	

This	simple	 idea	of	renting	out	air	mattresses,	 is	what	would	 later	turn	 into	a	billion	dollar	Born	

Global	 company,	with	operations	 in	180+	 countries.	Along	 the	way,	 they	 took	on	board	Nathan	

Blecharczyk	as	co-founder,	an	old	roommate	of	theirs,	that	would	later	become	the	CTO	of	Airbnb.	

In	2008,	they	experienced	a	 lack	of	 liquidity	to	continue	their	operations,	therefore	they	started	

selling	Obama	and	McCain	branded	cereal	boxes,	during	the	presidential	campaign,	 this	secured	

them	 30.000$,	 which	 later	 in	 2009	 would	 be	 topped	 with	 a	 real	 funding	 of	 20.000$	 from	 the	

investors	 at	 Y	 Combinator	 (ycombinator.com),	 and	 later	 the	 same	 year	 with	 $600.000	 from	

Sequoia	Capital	(sequoiacap.com).	The	concept	was	proven	and	Airbnb	began	to	grow,	so	in	2010	

their	 first	 million-dollar	 funding	 came,	 with	 $7.2million	 in	 a	 Series	 A	 funding	 lead	 by	 Greylock	

Partners	(greylock.com)	and	Sequoia	Capital.	The	story	about	Airbnb,	is	considered	a	true	start-up	

story	 of	 hard	 working	 entrepreneurs	 with	 the	 spirit	 and	 vision	 to	 succeed.	 While	 building	 the	

company	to	where	 it	 is	today,	Brian	spent	six	months	 living	 in	 locations	he	found	and	rented	on	

Airbnb,	providing	him	with	first	hand	experience	on	how	to	shape	their	product.	In	the	beginning	

of	 2011	 Airbnb	 reached	 an	 astonishing	 total	 of	 1	million	 booked	 nights,	 and	 by	 July	 2011,	 in	 a	

series	B	round,	Airbnb	raised	another	million-dollar	funding	of	$112million,	pushing	their	valuation	

over	$1billion.	Airbnb	was	now	a	unicorn,	planning	to	expand	their	operations	to	every	city	in	the	

world	 (blogs.wsj.com).	 Since	 then,	 Airbnb	 has	 acquired	 German	 based	 competitor	 Accoleo,	

enabling	 them	 to	 aggressively	 enter	 the	 German	 market	 (techcrunch.com3).	 Airbnb	 has	 now	

reached	 a	 total	 of	 $2.39	 billion	 in	 funding,	 from	 32	 investors	 spread	 throughout	 8	 rounds	

(crunchbase.com).	

	

	

	

	



	 34	

	

	

	

	

	

	

													
		

	

	

	

	

	

4.2	What	is	Airbnb	

Airbnb	is	an	online	two	sided,	peer	to	peer	marketplace,	that	allows	users	to	register	as	a	host	to	

rent	out	their	own	home	or	other	accommodation	type,	which	can	then	be	found	and	rented	by	

other	Airbnb	users	 looking	for	accommodation	during	a	trip.	 It	 is	very	easy	to	become	a	host	on	

Airbnb,	 the	only	 thing	needed	 is	basically	 to	upload	a	 few	pictures,	some	 information	about	the	

place	and	set	a	price,	all	of	this	at	zero	cost.	The	moment	a	booking	takes	place;	Airbnb	will	charge	

the	 host	 a	 service	 fee	 of	 3%	 (airbnb.dk2)	 of	 the	 amount	 listed.	 In	 order	 for	 users	 to	 request	 a	

booking	to	a	host,	the	only	thing	needed	is	to	create	a	profile	with	personal	information,	as	well	as	

credit	 card	 details.	When	 the	 profile	 is	 then	 created,	 it	 is	 possible	 for	 the	 user	 to	 see	 contact	

information	about	the	host	and	thereby	being	able	to	contact	the	host.		The	user	sends	a	request	

to	 a	 host	 for	 a	 period	 of	 time	 that	 the	 user	 wants	 to	 rent	 the	 hosts	 place.	 If	 the	 host	 then	

concompanies	the	request,	a	match	will	be	made	between	the	two.	When	this	match	is	made,	the	

user	 will	 be	 charged	 the	 amount	 for	 the	 accommodation	 along	 with	 an	 additional	 6-12%	

transaction	fee	(airbnb.dk3).	

	

fundersandfounders.com				
	Figure	4	
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4.3	Airbnb	Business	Model	

Airbnb	is	based	on	a	Platform	Business	Model,	meaning	that	they	basically	facilitate	the	exchange	

of	a	service	between	people	renting	out	space,	i.e.	the	supply	side,	and	the	demand	side	which	is	

customers	 looking	 to	 rent	 a	 space.	 This	 Business	 Model,	 enables	 Airbnb	 to	 have	 very	 few	

employees	 compared	 to	 the	 amount	 of	 spaces	 they	 are	 able	 to	 have	 listed	 on	 their	 platform.	

Operating	the	platform	on	the	concept	of	Freemium,	where	users	can	create	an	account	for	free,	

facilitates	a	scenario	where	supply	and	demand	can	increase	at	a	pace	that	would	not	be	possible,	

had	 there	 been	 any	 upfront	 costs	 to	 sign	 up.	 This	 combination	 of	 a	 platform	with	 zero	 sign	 up	

costs,	enables	Airbnb	to	scale	at	a	 rate	most	companies	can	not	keep	up	with,	at	 zero	marginal	

cost.	Linear	business	models,	used	by	traditional	Hotel	companies,	have	a	much	larger	investment	

requirement	in	order	to	scale	into	new	markets,	or	simply	to	increase	demand	as	new	hotels	need	

to	 be	 built	 to	 create	 supply.	 This	 is	 a	 problem	 Airbnb	 never	 faces	 with	 their	 current	 Business	

Model,	as	private	individuals	are	what	create	their	supply.	A	last	noteworthy	notice,	is	that	Airbnb	

enables	private	individuals	to	either	earn	some	extra	money,	or	save	money,	which	in	our	world	

today	 are	 two	 factors	 most	 people	 take	 very	 seriously,	 thereby	 supporting	 organic	 growth,	

through	word	of	mouth.		

	

4.4	The	Founders	

“Cofounders	are	 for	a	startup	what	 location	 is	 for	 real	estate.	You	can	change	anything	about	a	

house	 except	 where	 it	 is.	 In	 a	 startup	 you	 can	 change	 your	 idea	 easily,	 but	 changing	 your	

cofounders	is	hard.	And	the	success	of	a	startup	is	almost	always	a	function	of	its	founders.”	

- Paul	Graham	(paulgraham.com)	

	

As	 co-founder	 of	 Y-Combinator,	 Paul	 Graham	 was	 the	 first	 person	 to	 invest	 in	 Airbnb,	 with	

$20.000,	as	previously	mentioned.	When	 looking	at	 the	quote	above,	and	combining	 it	with	 the	

risk	Paul	Graham	took	by	investing	in	Airbnb	in	its	early	days,	it	 is	fair	to	say	that	there	is	clearly	

something	special	about	the	founding	team	of	Airbnb.	In	the	following,	we	will	explore	each	of	the	

founders	and	investigate	what	made	this	team	so	successful.	
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4.4.1	Brian	Chesky	

Born	on	August	29,	1981,	Brian	went	to	Rhode	Island	School	of	Design	(RISD)	studying	Industrial	

Design.	While	 attending	 RISD,	 Brian	 and	 two	 friends	 were	 in	 charge	 of	 the	 local	 NADS	 hockey	

team,	a	team	facing	being	shut	down	(airbnb.dk4).	Brian	as	the	captain,	together	with	his	friends	

decided	they	would	try	to	turn	the	team	into	a	real	brand,	so	they	came	up	with	the	RISD	mascot,	

which	 proved	 to	 be	 very	 successful.	 Though	 this	 happened	 in	 his	 early	 years,	 before	 launching	

Airbnb,	 it	shows	that	Brian	is	not	afraid	to	take	on	risky	projects	and	work	hard	to	make	them	a	

success.	 Though	 he	 at	 this	 point	 in	 time	 had	 no	 international	 experience,	 his	 proactivity	 and	

perception	of	risk	appears	to	–	some	extend	as	Brian	at	this	point	is	not	internationally	oriented	–	

to	 align	 with	 the	 Born	 Global	 literature.	 For	 instance,	 in	 2007	 Acedo	 found	 that	 Born	 Global	

founders	 with	 an	 international	 orientation	 would	 create	 a	 higher	 level	 of	 proactivity	 and	

simultaneously	 decrease	 the	 perception	 of	 risk	 in	 internationalization.	 Brian	 is	 very	 creative	 in	

thinking	of	ways	to	succeed,	in	this	case	using	a	mascot	to	spark	the	interest	for	the	team.	Relating	

his	 creativity	 to	 Airbnb,	 he	 and	 Joe	 started	 selling	 election	 branded	 cereal	 to	 fund	 the	 Airbnb	

project.	When	Brian	first	moved	to	San	Francisco	together	with	Joe,	he	made	a	very	risky	move	as	

he	didn’t	have	a	lot	of	money	to	live	off,	nor	a	specific	plan	for	the	future,	all	he	knew	was	that	he	

wanted	to	become	an	entrepreneur.	Clearly	Brian	showed	clear	signs	of	a	low	perception	of	risk,	

even	 before	 launching	 Airbnb,	 but	 at	 this	 point	 in	 time,	 Brian	 did	 not	 have	 any	 international	

experience,	though	most	literature	–	such	as	Hedlund	and	Kverneland	in	1985,	as	well	as	Ganitsky	

in	 1989	 –	mentions	 the	 importance	 of	 internationally	 experienced	 founders	 and	 the	 resources	

they	bring.	

As	we	know,	after	Airbnb	was	launched,	Brian	spent	months	living	in	various	homes	

he	rented	through	the	Airbnb	platform.	This	is	very	consistent	with	what	literature	has	shown	us,	

as	Born	Global	companies	 tend	to	aggressively	seek	 learning,	which	 is	exactly	what	Brian	did	by	

living	 this	way.	He	did	not	have	much	knowledge	about	 the	 industry	and	 its	customers,	nor	any	

international	experience,	but	by	actively	 living	for	months	 like	the	customers	they	were	building	

the	 platform	 for,	 he	 began	 to	 better	 understand	 their	 needs.	 Enabling	 the	 founding	 team	 to	

proactively	build	the	company	from	a	customer’s	point	of	view	(techcrunch.com1).	

Throughout	 the	 literature,	 which	 we	 have	 already	mentioned,	 scholars	 agree	 that	

founders	 in	Born	Global	companies,	very	often	had	international	experience	prior	to	 launching	a	
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Born	Global	 company.	As	Brian	Chesky	 is	one	of	 the	 founders	and	also	 the	CEO,	 in	a	 successful	

multi	 billion	 dollar	 Born	 Global	 company,	 it	 would	 be	 expected	 that	 he	 was	 already	 an	

internationally	experienced	professional	before	launching	Airbnb,	though	that	is	not	the	case.	As	

Brian	was	the	most	outgoing	of	the	founders,	he	was	given	the	role	as	CEO	of	the	company.	This	

forced	him	to	quickly	learn	how	to	lead	and	manage	the	team	in	the	early	days,	as	well	as	when	it	

started	growing	 into	hundreds	and	eventually	 thousands	of	employees.	Brian	 took	a	very	 smart	

approach	in	this,	proving	how	good	his	social	skills	are.	Brian	very	quickly	realized,	that	there	were	

two	ways	to	learn,	he	could	either	read	a	lot	of	material	on	the	matter,	or	as	he	says;	“going	to	the	

source”.	Over	 and	over	 again,	 Brian	has	 approached	 leading	executives	 from	various	 industries,	

asking	for	advice	whenever	he	needed	it.	By	doing	so,	Brian	has	had	an	incredible	learning	curve,	

while	 building	 a	 very	 strong	 network	 of	 advisers.	 A	 network	 of	 some	 of	 the	 brightest	 business	

minds	ever	to	have	 lived.	Brian	has,	among	others,	gotten	priceless	advice	from	executives	such	

as;	COO	of	Facebook	Sheryl	Sandberg,	Chief	Design	Officer	of	Apple	Jony	Ive,	CEO	of	Disney	Bob	

Iger,	the	former	director	of	CIA	George	Tenet	as	well	as	worlds	most	well	known	investor	Warren	

Buffet.	This	is	only	a	fraction	of	the	people	Brian	has	reached	out	to,	but	it	clearly	shows	his	ability	

as	a	networker,	and	his	will	to	proactively	engage	in	learning	(fortune.com	).	If	we	take	a	look	at	

Brian	 Chesky	 from	 a	 Resource-based	 View,	 he	 might	 not	 posses	 the	 general	 international	

resources	 needed	 according	 to	 literature,	 but	 he	 surely	 posseses	 several	 of	 the	 resources	 a	

successful	 Born	Global	 founder	 normally	 possesses.	 He	 has	 a	 low	perception	 of	 risk	 and	 a	 high	

proactivity	 and	 a	 will	 to	 learn	 what	 he	 does	 not	 already	 know.	 In	 relation	 to	 one	 of	 the	 few	

Resource-based	View	studies	made	on	Born	Global	companies,	Rialp	and	Rialp	said	 in	2006	that	

human	 resources	 in	 general	 have	 a	 huge	 impact	 on	 the	 success	 of	 Born	Global	 companies,	 not	

necessarily	only	international	experience.	

4.4.2	Joe	Gebbia	

Joe	 Gebbia	 was	 born	 on	 August	 21,	 1981.	 He	 attended	 the	 Rhode	 Island	 School	 of	 Design	 in	

Providence,	Rhode	Island.	He	graduated	with	a	Bachelors	degree	of	Fine	arts	in	Graphic	Design	and	

Industrial	Design	 (airbnb.dk4).	During	his	 time	at	Rhode	 Island	School	of	Design	he	 founded	 the	

basketball	team	and	was	the	student	body	president.	He	also	co-founded	a	green	design	website	

during	 his	 time	 at	 RISD	 (www.bloomberg.com).	 	 Joe	 also	 took	 business	 courses	 at	 Brown	

University	and	MIT.	Joe	had	a	passion	and	willingness	to	succeed	as	an	entrepreneur.	Joe	had	said	
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to	Brian	under	their	time	at	RISD	that	one	day	they	would	start	a	company	together.	This	can	be	

related	 to	 the	 attitude	 Joe	 had	 towards	 becoming	 an	 entrepreneur.	 After	 Brian	moved	 to	 San	

Francisco	 both	 Joe	 and	 Brian	 quit	 their	 jobs	 to	 risk	 it	 all	 chasing	 the	 dream	 of	 becoming	

entrepreneurs.	They	were	both	willing	to	take	on	the	risk	it	takes	when	starting	from	scratch	and	

pursuing	 their	 dreams.	 Just	 like	 we	 saw	 with	 Brian,	 Joes	 perception	 of	 risk	 aligns	 with	 the	

literature,	 even	 though	 he	 neither,	 has	 any	 international	 experience	 at	 this	 point	 in	 time.	

International	 experience	 however,	 should	 be	 considered	 as	 the	 most	 important	 factor	 for	 a	

founder.	

After	 graduating	 from	 RISD	 Joe	 moved	 to	 San	 Francisco	 and	 started	 working	 for	

Chronicle	Books	where	he	 gained	 knowledge	and	 first	 hand	experience	on	how	a	design	driven	

company	 is	 run.	 Because	 of	 this	 experience	 Joe	 is	 Chief	 Product	 Officer	 within	 the	 Airbnb	

Corporation	and	benefits	from	his	past	experience.	According	to	the	Resourced	Based	View,	this	

perfectly	matches	 the	 research	 done	 by	 Rialp	 and	Rialp	 in	 2007,	 as	 the	 human	 resource	 of	 Joe	

Gebbia	has	a	positive	impact	on	Airbnb	even	though	Joe	had	no	international	experience.	

After	starting	Airbnb	with	Brian	and	Nathan	by	renting	out	their	living	room	floor	and	airbeds,	Joe	

and	the	2	others	went	out	seeking	information	from	their	users	trying	to	se	how	to	improve	their	

business	model	and	concepts.	This	coincides	with	literature	on	founders	wanting	to	retain	market	

knowledge	to	further	develop	their	internal	human	resources	and	the	importance	of	networking.	

The	 literature	 also	 states	 the	 importance	 of	 understanding	 their	 markets	 and	 that	 market	

knowledge	can	become	key	drivers	for	the	companies	future	operations.		 	

4.4.3	Nathan	Blecharczyk	

Born	in	June	1983,	Nathan	is	the	third	of	three	founders	and	the	CTO	of	Airbnb.	Already	as	a	young	

child,	Nathan	was	very	interested	in	coding.	At	the	age	of	12	he	started	writing	web	based	codes,	

and	 two	 years	 later	when	he	was	 14	 someone	discovered	his	work,	 and	offered	him	$1.000	 to	

create	something	similar	(airbnb.dk4).	Nathan	was	introduced	to	more	people	with	similar	needs	

throughout	the	world,	so	during	high	school,	Nathan	founded	an	online	marketing	company,	and	

started	creating	software	products	that	would	facilitate	online	marketing.	Despite	his	young	age,	

Nathan	had	 customers	 in	20	 countries,	 providing	him	with	 valuable	 international	 experience	on	

how	his	coding	could	easily	be	scaled	and	used	in	countries	around	the	world.	In	2005	he	got	his	

Bachelors	degree	 in	Computer	Science	 from	Harvard,	and	between	getting	his	bachelors	degree	
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and	 joining	 Airbnb	 as	 co-founder,	 he	 held	 various	 positions	 at	 leading	 international	 software	

companies	 (www.wealthx.com	 ).	 In	 relation	 to	 the	existing	 literature	on	Born	Global	companies,	

Nathan	has	to	some	extent	the	international	experience	that	among	others	is	mentioned	by	Rialp,	

Rialp	and	Knight	in	2005	as	a	factor	to	drive	companies	to	early	internationalization.	It	should	be	

noted	 though,	 that	 the	 international	 experience	 Nathan	 has	 acquired	 was	 mostly	 related	 to	

product	development,	and	not	international	operations.	

With	Nathan,	the	founding	team	of	Airbnb	had	a	member	that	had	previously	built	

software	for	the	international	market.	A	very	valuable	asset,	that	the	others	did	not	have,	and	an	

asset	 that	 would	 prove	 to	 be	 of	 the	 utmost	 importance.	 As	 the	 only	 engineer	 of	 the	 three	

founders,	Nathan	is	in	charge	of	the	companies	technical	strategy.	This	position	required	for	him	

to	think	many	steps	into	the	future	when	developing	the	software,	a	task	Nathan	was	well	suited	

for,	taking	into	account	his	previous	international	experience	(airbnb.dk4).	A	very	good	example,	of	

how	 the	 company	 has	 greatly	 benefitted	 from	 his	 experience,	 is	 the	way	 that	 he	 has	 built	 the	

backbone	 of	 the	 software	 in	 a	 very	 modular	 way,	 enabling	 Airbnb	 to	 easily	 scale	 and	 change	

modules	of	the	software	as	the	company	evolves	(techcrunch.com2
	).	Nathan	clearly	brings	a	set	of	

intangible	 resources	 to	 the	 team,	 that	 enables	 them	 to	 develop	 a	 product	 capable	 to	 scale	

internationally.	Though	his	previous	 international	experience	was	restricted	to	that	of	coding	for	

an	international	market,	and	not	developing	a	product	that	would	strategically	suit	all	markets,	we	

believe	that	he	to	some	extend	has	had	an	impact	on	the	vision	and	strategy	of	the	founders	to	

become	an	international	venture.	The	vision	and	strategy	of	the	founders	is	mentioned	by	Knight	

and	 Cavusgil	 back	 in	 1996.	 In	 this	 research	 they	 do	 not	 specifically	 mention	 international	

experience,	but	more	the	vision	and	strategy.		

4.4.4	Relationship	

What	first	strikes	us	when	looking	at	the	three	founders	of	Airbnb,	is	how	they	knew	each	other	

prior	to	launching	Airbnb.	Brian	and	Joe	both	went	to	Rhode	Island	School	of	Design,	where	they	

both	 had	 interests	 within	 the	 entrepreneurial	 segment.	 Joe	 is	 the	 big	 thinker	 and	 idea	 maker	

behind	the	group.	After	graduating	from	RISD	Joe	had	said	to	Brian	that	one	day	they	would	start	a	

company	together.	Joe	moved	to	San	Francisco	and	Brian	moved	to	Los	Angeles	working	for	their	

respective	employers.	Joe	was	living	in	an	apartment	with	two	roommates	where	one	of	them	was	

Nathan.	 Nathan	 and	 the	 other	 roommate	 moved	 out	 and	 Joe	 invited	 Brian	 to	 move	 to	 San	
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Francisco	so	they	could	brainstorm	and	work	towards	creating	company	together.	At	this	point	in	

time	they	were	short	on	cash	with	one	roommate	missing	to	cover	the	apartment	expenses.	Joe	

had	 seen	 that	 there	was	 a	 big	 design	 conference	 in	 San	 Francisco	 and	 that	 all	 the	 hotels	were	

booked.	 Joe	got	 the	 idea	 to	 rent	out	airbeds	 to	participants	 so	 they	could	have	a	place	 to	 stay.	

Together	Joe	and	Brian	could	earn	money	for	their	rent.	This	idea	was	just	meant	to	be	a	one-time	

thing.		

Shortly	after	Joe	invited	Nathan	to	come	join	him	and	Brian	in	the	pursuit	of	creating	

a	company	together.	The	intention	was	not	from	the	start	to	continue	with	the	idea	of	renting	out	

space	 and	 airbeds.	 First	 after	 creating	 many	 new	 ideas	 and	 rejecting	 them	 they	 decided	 to	

continue	working	on	the	idea	created	by	airbed	and	breakfast.	

When	taking	the	literature	into	consideration,	several	skills	are	needed	in	a	founding	

team	for	it	to	become	a	success.	Looking	at	the	Airbnb	founding	team,	it	is	by	many	considered	as	

an	odd	team	when	it	comes	to	the	tech	world,	as	only	one	of	them	was	an	engineer	and	the	others	

had	 a	 background	 in	 design.	 But	 as	 we	 dig	 deeper	 into	 the	 three	 founders,	 their	 intangible	

resources	and	their	backgrounds,	it	becomes	clear	to	us	that	they	together	posses	a	great	diversity	

of	 resources,	 and	 thereby	 complement	 each	 other	 very	 well.	 Simultaneously,	 they	 all	 have	 an	

aspiring	dream	to	become	entrepreneurs,	and	 in	pursuing	 this	dream,	 they	aggressively	 seek	 to	

learn	the	knowledge	and	skills	they	need	to	succeed.	This	is	very	interesting,	because	even	though	

they	are	not	a	founding	team	with	great	international	or	previous	start-up	experience,	which	most	

literature	argues	is	the	best	in	Born	Global	companies,	they	are	capable	of	leveraging	their	various	

intangible	 resources	 to	 perfection,	 which	 is	 exactly	 what	 Resourced	 Based	 View	 is	 all	 about.	

However,	and	most	 importantly,	 the	team	does	not	have	the	extensive	 international	experience	

that	literature	tells	us	is	of	the	utmost	importance.	

	

4.5	The	Product	

”If	you	want	to	create	a	great	product,	just	focus	on	one	person.	Make	that	one	person	have	the	

most	amazing	experience	ever.”	

- Brian	Chesky	(pando.com)	
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Many	consider	Airbnb	a	disruptive	innovator	in	the	industry,	as	they	are	now	a	serious	solution	for	

people	in	need	of	a	place	to	stay	when	traveling.	The	reason	for	this	to	be	possible	is	partly	due	to	

the	platform	business	model	they	operate	on	today.	When	Airbnb	was	first	launched,	they	did	not	

offer	all	the	great	services	offered	on	the	platform	today.	Existing	Born	Global	literature	(Rennie,	

1993)	has	told	us,	that	 innovative	technology	 is	very	often	one	of	the	decisive	factors	that	 leads	

companies	 to	 early	 internationalization,	 and	 enables	 them	 to	 be	 very	 competitive.	 Rennie	

mentions	this	back	in	1993,	a	time	where	the	world	had	not	yet	seen	the	true	value	of	platforms,	

not	 even	 the	 dot	 com	 bubble	 had	 taken	 place	 (Internet	 Bubble	 from	 1997-March10,	 2000),	

meaning	that	Rennie	could	not	be	referring	to	any	type	of	internet	based	innovative	technology,	

and	especially	not	the	type	of	platform	technology	developed	by	Airbnb.	It	does	hold	some	value	

though,	 as	 Airbnb	 is	 very	 innovative	 in	 the	 way	 of	 thinking	 of	 the	 hotel	 industry,	 and	 how	 to	

implement	technology	into	it.		

What	 they	 did	 was	 to	 rethink	 the	 entire	 perception	 of	 how	 to	 accommodate	

travelers.	 In	the	literature	by	Rialp,	Rialp	&	Knight	(2005),	 it	 is	mentioned	that	companies	with	a	

superior	product	as	well	as	companies	developing	leading	technology	that	can	easily	be	scaled	into	

foreign	markets,	are	more	likely	to	internationalize.	So	in	some	ways,	as	this	was	after	the	Internet	

Bubble,	there	are	certain	similarities	that	can	be	seen	in	this	literature	as	well	as	Airbnb,	when	it	

comes	to	the	scalability	of	the	product.	

When	 creating	 a	 business,	 there	 are	 four	 fundamental	 factors	 that	 needs	 to	 be	

determined,	as	these	will	shape	the	value	of	the	product	(Choudary	2015);	

- Value	creation	

- Value	consumption	

- Quality	control	

- Scaling	value	creation	

In	order	for	Airbnb	to	be	able	to	compete	with	the	big	established	companies	around	the	world,	

they	 had	 to	 rethink	 these	 four	 factors	 when	 building	 their	 product.	 By	 rethinking	 these	 four	

factors,	Airbnb	has	been	able	to	develop	a	platform,	serving	the	same	old	need	of	accommodation	

when	traveling,	but	with	a	totally	different	service.	This	has	ensured,	that	by	differentiating	from	

existing	 competitors,	 they	 are	 able	 to	 reshape	 the	 entire	 perception	 of	 how	 to	 find	 and	 book	

accommodation	when	traveling.	
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4.5.1	Value	Creation	

This	 is	 the	 first	 step	 in	 building	 the	 Airbnb	 platform.	 If	 there	 is	 no	 value	 creation,	 there	 is	 no	

supply.	Value	creation	in	this	industry	is	very	much	related	to	the	amount	of	spaces	for	rent.		

By	developing	an	array	of	tools,	for	private	individuals	owning	a	space,	to	run	their	own	little	Bed	

and	 Breakfast,	 Airbnb	 has	 opened	 up	 for	 a	 whole	 new	 way	 of	 creating	 value	 in	 this	 industry.	

Clearly,	 the	 development	 of	 these	 new	 tools	 offered	 by	 Airbnb,	 have	 unlocked	 a	 supply	 for	

accommodation,	 that	 would	 not	 have	 existed	 by	 traditional	 thinking.	 The	 fact	 that	 Airbnb	 is	 a	

global	 company,	 gives	 private	 individuals	 the	 opportunity	 to	 market	 themselves	 towards	 an	

international	market.	

Only	 changing	 the	 perception	 of	 value	 creation,	 is	 however	 not	 enough	 for	 a	

company	 to	 succeed	 the	way	 that	has	been	 the	 case	with	Airbnb.	Before	Airbnb	was	 launched,	

others	 such	 as	 Craigslist	 (craigslist.dk)	 had	 tried	 to	 run	 a	 platform	 where	 users	 could	 rent	 out	

space,	 but	 they	never	 got	 the	 traction	 that	Airbnb	got.	Having	 said	 this,	 it	 leads	us	 to	how	 this	

created	value	is	consumed	by	the	users	of	Airbnb.	

4.5.2	Value	Consumption	

Once	Airbnb	had	developed	a	way	 for	people	 to	 list	 their	available	 spaces,	 they	went	on	 to	 the	

next	step	in	building	the	Airbnb	peer-to-peer	platform.	This	step	is	focused	around	changing	the	

behavior	of	the	consumers.	

Staying	 at	 a	 stranger’s	 apartment	 or	 other	 type	 of	 space,	 is	 very	 different	 from	

traditional	ways	 of	 accommodation	when	 traveling.	Nonetheless,	 this	 is	 exactly	 the	 unique	 and	

challenging	task	Airbnb	decided	to	build	their	platform	on.	Having	developed	tools	for	users	to	list	

their	available	spaces,	at	prices	cheaper	than	traditional	accommodation,	enabled	them	to	attract	

customers	 for	 the	simple	 reason	that	 they	could	offer	cheaper	accommodation.	Simultaneously,	

this	new	supply	of	accommodation,	proved	very	helpful	for	people	looking	for	rooms	during	times	

where	every	hotel	was	booked,	 for	 instance	during	major	 conferences.	 	As	 the	 lack	of	available	

rooms	 during	 these	 major	 conferences,	 forced	 people	 to	 look	 for	 alternative	 accommodation,	

Airbnb	 was	 a	 great	 solution.	 The	 fact	 that	 Airbnb	 could	 offer	 available	 accommodation	 for	

travelers	 during	 peak	 dates,	 effectively	 began	 the	 change	 in	 behavior	 of	 the	 consumers.	 For	

people	 attending	 a	 conference,	 it	was	 for	many	not	 considered	 strange	 to	 sleep	at	 a	 stranger’s	

place	anymore.	And	as	time	passed,	this	change	in	behavior	would	spread	to	more	regular	leisure	
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travelers.	To	ease	this	change	in	consumer	behavior,	Airbnb	has	a	large	focus	on	developing	tools	

to	 facilitate	 the	 communication	 between	 its	 peers.	 They	 have	 for	 instance	 launched	 an	 app	 for	

Apple	 watch	 (techcrunch.com4),	 to	 facilitate	 smooth	 and	 instant	 communication	 between	 its	

peers,	during	the	entire	trip.	Improving	communication	between	its	peers,	is	a	major	step	towards	

changing	the	behavior	of	the	users.	When	users	get	an	instant	reply	to	their	questions,	such	as	the	

password	for	the	Wi-Fi,	the	overall	experience	of	the	trip	improves	which	in	the	end	facilitates	the	

change	in	consumer	behavior.	

Having	now	looked	into	how	Airbnb	changes	the	creation	of	value	in	the	industry,	as	

well	as	the	general	change	in	consumer	behavior	their	platform	has	been	able	to	facilitate,	we	will	

have	a	look	at	the	third	and	most	important	factor	of	the	Airbnb	platform.		

4.5.3	Quality	Control	

When	Airbnb	was	first	launched,	the	supply	of	space	for	rent	was	very	poor	compared	to	what	it	is	

today.	 The	 reason	 for	 this	 is	 that	 when	 they	 were	 first	 launched,	 they	 did	 not	 have	 a	 strong	

curation	 system	 in	 place.	 Launching	with	 a	 supply	 of	 lesser	 quality	 than	 other	 accommodation	

types	worked	because	 they	were	able	 to	 leverage	 the	huge	demand	 for	accommodation	during	

major	conferences.	But	in	order	for	Airbnb	to	become	a	mainstream	supply	of	accommodation	for	

travelers,	they	had	to	ensure	that	the	quality	of	supply	would	improve	organically.	If	they	had	not	

been	able	to	do	so,	the	consumers	would	have	had	bad	experiences,	which	essentially	would	have	

put	 a	 cycle	 of	 consumers	 abandoning	 the	 platform	 in	motion.	 Instead	 of	 a	 downwards	moving	

trend,	Airbnb	has	invested	heavily	in	building	its	curation	system,	enabling	them	to	offer	a	service	

of	high	quality.	By	letting	consumers	and	suppliers	rate	each	other	(airbnb.dk5),	they	built	a	system	

where	it	is	critical	for	the	supply	side	of	the	platform	to	offer	the	best	service	possible.	Because	if	

they	 do	 not,	 they	will	 receive	 bad	 ratings,	 which	 in	 turn	 decreases	 their	 chances	 for	 bookings.	

Suppliers	 with	 high	 ratings	 are	 able	 to	 increase	 their	 prices,	 thereby	 earning	 more	 money.	

Simultaneously,	 consumers	 are	 rated	 by	 the	 suppliers,	 which	 is	 a	 strong	 influence	 for	 them	 to	

behave	respectfully	when	renting	a	strangers’	space.	

This	curation	system	on	the	Airbnb	platform,	has	set	a	cycle	of	growth	in	both	supply	

and	demand	in	motion.	When	consumers	consistently	have	a	good	experience	using	the	platform,	

they	will	 automatically	attract	more	consumers	 through	word	of	mouth.	Thereby	 increasing	 the	

demand	for	accommodation,	which	leads	to	it	being	more	attractive	to	list	spaces	for	rent,	hence	
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increasing	the	supply.	As	the	supply	side	grows,	there	are	more	options	to	choose	between	for	the	

consumers.	This	positive	network	effect	leads	to	the	platform	growing	organically.		

Though	 the	 curation	 system	 is	 and	 constantly	will	 be	 improved	 by	 Airbnb,	 as	 it	 is	

essential	for	the	quality	of	the	platform.	There	is	a	fourth	factor	very	important	for	Airbnb	to	be	

able	to	disrupt	the	industry,	which	is	how	to	scale	the	platform.		

4.5.4	Scaling	Value	Creation	

The	 reason	 why	 platform	 businesses	 all	 of	 a	 sudden	 are	 able	 to	 compete	 with	 their	 more	

traditional	 competitors	 is,	 that	 they	 are	 very	 often	 able	 to	 scale	 at	 an	 incredible	 pace.	 It	 has	

previously	 been	 a	 necessity	 in	 this	 industry	 to	 build	 new	hotels	 to	 increase	 supply	 and	 thereby	

create	more	value.	Creating	value	this	way	is	very	expensive,	as	there	are	not	only	major	upfront	

costs,	 but	 also	 costs	 for	maintenance	 and	operations	 along	 the	way.	Disruptive	 innovation	 is	 in	

recent	 time	 becoming	 a	 very	 popular	 term,	 as	 established	 companies	 in	 various	 industries	 are	

disrupted.	

With	 Airbnb	 operating	 a	 platform,	 and	 having	 developed	 a	 very	 strong	 curation	 system	where	

peers	 review	 each	 other,	 they	 have	 ensured	 that	 they	 are	 able	 to	 increase	 the	 supply	 side	

immensely	without	ruining	the	quality	of	the	platform,	as	the	curation	system	will	automatically	

remove	any	supply	that	is	not	of	high	enough	quality.		

With	many	platforms	in	the	sharing	economy,	people	within	the	same	geographical	

location	are	connected,	but	this	is	where	Airbnb	differentiates	themselves.	The	Airbnb	platform	is	

developed	to	offer	a	service	of	accommodation	for	travelers.	This	means,	that	consumers	traveling	

to	a	city	like	New	York,	would	return	to	their	home	city	after	the	stay,	and	spread	the	word,	some	

would	even	become	hosts	themselves.	Especially	the	fact	that	many	users	of	Airbnb	would	start	

out	as	consumers,	and	later	turn	into	hosts	themselves,	is	a	very	important	factor	for	Airbnb	to	be	

able	to	scale	the	value	creation	at	the	pace	they	are	(youtube.com1).	In	1994,	Oviatt	&	McDougall	

discussed	 how	 unique	 resources	 that	 create	 value	 in	 more	 than	 one	 country,	 can	 create	 a	

sustainable	 competitive	 advantage	 for	 the	 companies,	 and	 thereby	 ensure	 the	 success	 of	 an	

international	 new	 venture.	 Though	 this	was	 back	 in	 1994,	 before	 the	 dot	 com	era,	 it	 still	 holds	

some	explanatory	value	in	relation	to	Airbnb,	as	one	of	the	forces	for	Airbnb	is	that	their	platform	

and	especially	its	users	generate	value	in	countries	all	around	the	world.	
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As	 Airbnb	 has	 developed	 a	 platform	 facilitating	 communication	 between	 its	 peers	

clearly	 their	 product	 is	 a	 tangible	 resource,	 but	 what	 is	 interesting	 is	 the	 resource	 their	 users	

provide.	As	an	intangible	product	resource	created	by	their	users	and	worth	a	lot	more	than	the	

product	itself,	there	has	been	done	no	research	on	this	in	the	past.	Most	literature	is	talking	about	

how	 the	 product	 itself	 holds	 the	 value,	 but	 that	 is	 not	 the	 case	 with	 Airbnb.	 Surely	 they	 have	

developed	a	user	interface	and	reinvented	the	industry,	but	the	true	value	of	the	product	lies	in	its	

users,	meaning	that	there	is	clearly	some	limitations	in	this	area	of	the	literature.	

	

4.6	The	Organization	

Building	 an	 organization	 in	 a	 high	 growth	 Born	 Global	 company,	 can	 be	 a	 challenging	 task,	

especially	when	scaling	at	 the	pace	 that	has	happened	with	Airbnb.	As	Airbnb	are	disrupting	an	

existing	industry,	it	is	especially	important	that	they	build	a	flexible,	yet	very	structured	company,	

capable	of	exploiting	the	opportunities	in	the	market.	

As	we	learned	in	the	previous	chapter	about	the	product,	it	is	essential	for	Airbnb	to	

consistently	improve	all	aspects	of	the	platform	if	they	are	to	have	a	chance	in	competing	with	the	

quality	offered	by	the	competition	from	the	hotels	as	well	as	smaller	companies	similar	to	Airbnb.	

Simultaneously	Airbnb	is	doing	something	no	one	has	ever	done	at	this	global	scale,	which	means	

that	Airbnb	has	an	extraordinary	need	to	facilitate	learning	and	innovation	within	the	company	if	

they	are	to	change	the	industry,	while	ensuring	that	every	employee	is	still	working	towards	the	

same	goal.		

4.6.1	Culture	&	Hiring	

At	Airbnb,	the	culture	is	everything	for	the	company	to	scale	efficiently,	and	it	has	from	the	start	

been	 the	 founders	goal	 to	build	a	 strong	culture	where	 ideas	will	 flourish.	 In	order	 to	build	 the	

best	 culture	 possible,	 Brian	 Chesky	 decided	 very	 early	 on	 that	 he	 would	 interview	 all	 new	

applicants,	which	he	did	with	 somewhere	around	 the	 first	200	employees.	This	decision	 tells	us	

that	Brian	knows	how	 important	 the	 intangible	 resources	of	human	capital	within	 the	 company	

are	to	get	right	from	the	beginning.	It	was	not	really	scalable	though,	having	Brian	interviewing	all	

new	applicants,	so	he	had	to	come	up	with	a	new	way	of	doing	it,	while	maintaining	control	over	

the	hiring	 process	 and	 thereby	 the	 culture	 of	 the	 company.	 First,	 Brian	Chesky	 handpicked	 and	

trained	every	single	interviewer	himself,	by	spending	months	together	with	them.	Later	he	started	
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building	an	inner	circle	of	people	training	interviewers,	ensuring	that	the	hiring	culture	continues	

in	 the	 same	 direction	 as	 set	 by	 Brian	 himself.	 The	 entire	 process	 of	 hiring	 has	 further	 been	

intensified,	as	specific	culture	questions	have	now	been	implemented	into	the	interview	process	

(youtube.com1).	The	culture	is	not	directly	mentioned	in	the	literature,	but	there	are	other	factors	

which	 are	 highly	 influenced	 by	 the	 culture,	 factors	 such	 as	 proactively	 seeking	 business	

opportunities,	and	being	innovative,	which	was	mentioned	by	Zhou	in	2007.	

4.6.2	Lean	Innovation	

As	 mentioned	 previously,	 it	 is	 extremely	 important	 for	 a	 Born	 Global	 like	 Airbnb	 to	 facilitate	

internal	learning	and	innovation.	At	Airbnb,	they	have	implemented	a	process	of	lean	innovation,	

as	they	embrace	new	ideas,	no	matter	which	employee	comes	up	with	them.	One	way	of	doing	

this,	is	by	working	in	small	teams	throughout	the	entire	organization.	Teams	often	consist	of	less	

than	10	members,	 that	all	work	 together	 from	the	 initial	 idea	phase,	 through	presentation	with	

data	to	management,	then	building	the	idea	so	that	they	can	finally	test	it.	This	way	of	working	in	

small	 teams,	where	 they	are	not	 restricted	by	 tasks	 from	management,	but	 instead	are	 given	a	

huge	 responsibility,	 enables	 innovation	 to	 flourish.	 Simultaneously,	 each	 team	 consists	 of	

members	 with	 various	 professions,	 which	 makes	 each	 team	 learn	 and	 understand	 the	 entire	

process,	thereby	working	in	the	same	direction.	In	the	Resource-based	View	study	of	Born	Global	

companies	from	2006	by	Rialp	and	Rialp,	their	findings	greatly	align	with	Airbnbs	way	of	working	in	

small	 but	 diverse	 teams.	 Airbnb	 acknowledges	 that	 human	 resources,	 and	 in	 general	 the	

organizational	capital	resources	have	a	major	impact	on	the	success	of	the	company.	

One	 of	 the	 strongest	 internal	 assets	 of	 Airbnb	 is	 their	 culture,	 and	 thereby	 their	

ability	 to	 all	 work	 in	 the	 same	 direction,	 without	 necessarily	 being	 told	 what	 to	 do	

(readwrite.com).	This	aligns	with	a	study	from	2000	made	by	Yeoh,	as	he	investigated	young	Born	

Global	companies.	What	he	found	was	that	the	way	the	organization	operates	as	whole,	is	one	of	

the	most	influential	factors	when	it	comes	to	the	search	and	sharing	of	information.	Airbnb	have	

established	 a	 very	 lean	 operations	 structure,	 as	 shown	 in	 figure	 #1,	 enabling	 them	 to	 exploit	

opportunities	 suddenly	 arising.	 Something	 such	 as	 the	 flexibility,	 was	 already	 mentioned	 by	

Ganitsky	back	in	1989,	as	he	discussed	how	Born	Global	companies	by	being	flexible	compared	to	

their	 competitors,	 were	 able	 to	 gain	 a	 very	 competitive	 advantage.	 Again	 in	 2005,	 Rialp	 et	 al.	

argued	 that	 the	 ability	 and	 flexibility	 to	 quickly	 adapt	 to	market	 changes	 is	 very	 important.	 As	



	 47	

Airbnb	 operates	 in	 small	 teams,	 innovation	 flourishes	 and	 a	 lot	 of	 features	 are	 developed	 and	

tested,	 providing	 them	 with	 data	 that	 can	 be	 used	 when	 making	 decisions	 on	 how	 to	 exploit	

opportunities	or	protect	themselves	from	threats.		

	

	

	

	

	

	

	

																																					

	

	

	

This	 approach	 combined	 with	 the	 structure	 of	 small	 teams,	 embraces	 learning	 and	 innovation	

within	the	company,	essentially	 leading	to	a	major	advantage	 in	the	market.	Airbnb	 is	very	data	

driven,	so	when	coming	up	with	new	ideas,	they	are	always	backed	with	data,	suggesting	why	that	

specific	idea	should	be	worth	pursuing.	The	fact	that	they	do	not	just	discard	an	idea	if	there	is	just	

the	 slightest	 data	 backing	 it	 up,	makes	 Airbnb	 pursue	 a	 lot	 of	 ideas,	 which	 eventually	 leads	 to	

building	 the	 idea	 and	 testing	 it.	 This	 process	 not	 only	 incentivizes	 employees	 to	 come	 up	with	

ideas,	 it	 also	provides	an	 immense	 learning	 for	 the	entire	 company,	 as	well	 as	enables	 them	 to	

stay	innovative	and	implement	the	very	best	solutions,	or	in	some	cases	even	tailor	their	solutions	

to	exploit	specific	opportunities	 in	certain	markets.	This	makes	Airbnb	capable	of	always	staying	

on	top	when	it	comes	to	innovation	over	its	competitors.	According	to	all	the	literature,	this	way	

of	 proactively	 sharing	 knowledge	 and	 allowing	many	 ideas	 to	 be	 tested	 and	 evaluated,	 is	 very	

important	and	a	competitive	advantage	as	it	supports	innovation.	Most	of	the	literature	related	to	

Born	Global	companies,	is	from	10-15	years	ago,	but	it	still	holds	an	immense	value	when	it	comes	

to	the	companies	approach	to	learning	and	sharing	of	knowledge.	Especially	in	the	world	we	live	in	

Figure	5	
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today,	 the	 tech	 industry	 and	markets	 in	 general	 evolve	 at	 a	 pace	 never	 seen	 before,	 requiring	

Airbnb	to	proactively	support	an	innovate	culture.	

	

4.7	The	Environment	

In	order	for	us	to	properly	assess	the	Environment	in	which	Airbnb	operates,	it	is	important	to	first	

examine	 the	 traditional	 hotel	 industry.	 The	 reason	 for	 this,	 is	 that	 Airbnb	 is	 in	 the	 process	 of	

developing	an	entire	new	industry	running	alongside	the	traditional	hotel	industry.		

4.7.1	Traditional	Hotel	Industry	

The	need	for	accommodation	when	travelling	has	been	around	for	as	long	as	humans	have	been	

travelling,	 but	 during	 the	 past	 century	 or	 two,	 the	 hotel	 industry	 has	 evolved	 itself	 into	 the	

industry	we	know	today.	During	the	past	decades,	the	hotel	industry	has	experienced	an	immense	

online	evolution.	Not	in	the	way	supply	is	created,	nor	in	the	way	supply	is	consumed,	but	in	the	

way	 hotels	 are	 found,	 reviewed	 and	 booked.	 With	 the	 rise	 of	 the	 internet,	 websites	 such	 as	

Expedia	gathering	 thousands	of	hotels	have	emerged,	providing	 the	consumers	with	one	simple	

place	to	find	and	book	a	hotel.	Naturally,	this	has	improved	the	exposure	of	hotels	to	consumers	

around	the	world,	 facilitating	further	growth	 in	the	global	hotel	 industry.	However,	even	though	

the	 internet	has	had	a	significant	 impact	on	the	hotel	 industry	over	the	past	decades,	not	much	

has	really	happened	in	the	way	the	industry	operates.	Companies	build	hotels	to	increase	supply,	

and	consumers	find,	book	and	pay	for	a	room	and	a	certain	expected	service.	

The	global	hotel	industry	is	a	huge	industry,	worth	US	$457bn	in	2011	and	expected	

to	grow	to	US	$550bn	in	2016	(statista.com).	Even	though	the	size	of	the	industry	is	enormous,	the	

growth	 is	 not	 something	 that	 according	 to	 the	 literature	 would	 normally	 be	 considered	 as	 an	

industry	suited	for	a	Born	Global	company.	With	a	growth	of	a	little	more	than	20%	during	a	5-year	

period,	it	is	pretty	similar	to	that	of	many	industries,	simply	due	to	the	world	constantly	becoming	

more	 connected,	 the	 average	 living	 standard	 around	 the	 world	 increasing	 and	 the	 world	

population	growing.		

It	 is	 however	 very	 important	 to	 note,	 that	 a	 lot	 of	 the	 growth	 happening	 in	 the	

traditional	hotel	industry	is	due	to	the	increased	demand	for	luxury	hotels	around	the	world.	The	

demand	for	this	type	of	hotels	is	on	the	rise	due	to	several	factors,	but	the	increased	amount	of	

international	events	bringing	business	travelers	to	major	cities	around	the	world	 is	an	 important	
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factor	for	the	demand	in	luxury	(prnewswire.com).	From	a	first	look,	the	growth	in	the	traditional	

hotel	 industry	 does	 not	 align	 with	 any	 literature.	 Literature	 such	 as	 Fernhaber,	McDougall	 and	

Oviatt	in	2007	mentions	that	companies	that	internationalize	early	on	are	often	operating	in	high	

growth	 industries,	 where	 they	 want	 to	 quickly	 exploit	 their	 technology	 in	 as	 many	markets	 as	

possible	before	competitors	copy	their	product.	

In	 the	 following,	 we	 are	 going	 to	 analyze	 the	 traditional	 hotel	 industry	 through	 a	

Porters	Five	Forces	analysis.	This	we	will	do,	as	 it	creates	a	great	understanding	of	all	 the	forces	

that	shape	the	industry.	

	

	

The	 first	 step	 is	 Bargaining	 Power	 of	 Suppliers.	With	 the	 increase	 in	 online	 hotel	

booking	companies	like	Expedia,	the	suppliers	are	now	in	a	situation	where	consumers	can	easily	

find	and	book	hotels	around	the	world.	Companies	 like	Expedia	that	enable	consumers	to	easily	

compare	hotels,	have	become	a	very	popular	place	to	look	for	hotels.	In	many	cases,	hotels	cannot	

Figure	6	
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afford	 not	 to	 be	 listed	 on	 these	 sites	 as	 they	would	 otherwise	 not	 get	 the	 same	 exposure	 and	

amount	of	bookings.	This	 in	many	cases	gives	Expedia	and	similar	hotel	booking	sites	the	power	

over	hotels,	enabling	them	to	take	a	great	cut	off	each	booking.	The	hotels	have	lost	a	lot	of	their	

bargaining	power	to	these	booking	sites,	as	they	are	able	to	not	only	take	a	cut	off	each	booking,	

but	also	 to	set	certain	rules	 that	must	be	 followed	by	hotels	 if	 they	want	 to	be	 featured	on	the	

booking	sites.	

The	second	step	is	Bargaining	Power	of	Consumers.	The	story	with	the	consumers	is	

very	much	similar	 to	 that	of	 the	hotels.	As	booking	sites	have	become	the	place	 to	go	 for	hotel	

bookings,	the	consumers	have	one	place	to	find	and	book	a	hotel,	but	in	the	end	they	do	not	really	

have	any	leverage	in	negotiating	extra	services	from	the	hotels	or	other	special	deals.	The	booking	

sites	are	 the	ones	 in	direct	contact	with	 the	hotels,	 creating	special	deals	offered	on	 their	 sites,	

and	 then	 the	 consumers	 can	decide	whether	 or	 not	 to	make	 a	 booking.	 Though	 the	bargaining	

power	of	consumers	is	significantly	higher	than	that	of	the	suppliers,	a	lot	of	the	power	has	also	

here	shifted	to	the	booking	sites.	

The	third	step	is	Threat	of	new	entrants.	At	first	glance,	the	threat	of	new	entrants	

might	appear	to	be	low,	as	up	front	costs	to	enter	the	industry	often	are	very	high.	Combined	with	

the	fact	that	location	can	be	a	crucial	factor	and	therefore	is	a	strategic	essential	part	of	running	a	

hotel,	 it	 appears	 to	 be	 very	 hard	 for	 new	 entrants	 to	 compete	 with	 existing	 hotels	 with	 great	

locations	and	an	established	brand	name.	Especially	beach	front	hotels	offer	a	unique	service	due	

to	their	location	as	there	is	only	a	limited	amount	of	beach	front	locations	available.	

Having	said	that,	the	service	offered	by	hotels	is	often	very	standardized	and	thereby	

easily	copied	by	new	entrants	with	 the	capital	 to	build	and	run	a	hotel.	As	 it	 is	 so	easy	 for	new	

entrants	 to	 offer	 the	 same	 service	 as	 existing	hotels,	 it	 is	worth	mentioning	 the	brand	 value	of	

existing	hotel	chains	such	as	Hilton	(hiltonhotels.com)	and	Marriot	(www.marriott.com),	securing	

them	loyal	customers	less	likely	to	switch	to	new	entrants.	This	brand	loyalty	however	is	according	

to	a	survey	by	Deloitte	mostly	related	to	 luxury	Hotels	such	as	the	above	mentioned,	who	often	

offer	the	best	locations	and	highest	service.	The	survey	also	mentions	how	price	in	many	cases	is	

the	decisive	 factor,	which	due	 to	booking	 sites	 and	 the	availability	of	 information	 they	provide,	

enables	new	entrants	to	quickly	gain	traction	by	simply	offering	lower	prices	compared	to	similar	

hotels	at	the	same	location	(hmghotelsblog.com).	
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To	put	 it	short,	 the	threat	of	new	entrants	 is	small	when	 it	comes	to	 luxury	hotels,	

but	very	high	when	talking	about	average	hotels.	

The	forth	step	is	Threat	of	substitutes.	The	traditional	hotel	 Industry	 in	major	cities	

has	seen	very	little	threat	from	substitute	products	during	the	past	decades,	as	there	has	not	really	

been	a	significant	supply	of	hotel	alternatives.	The	story	is	a	little	different	when	talking	about	the	

industry	in	rural	areas,	as	accommodation	alternatives	such	as	camping	grounds	and	hostels	tend	

to	be	located	outside	of	the	cities.	These	types	of	accommodations	however	are	not	a	significant	

threat	to	the	hotels,	as	they	offer	a	service	very	different	from	that	of	hotels	and	the	location	of	

these	attracts	a	different	segment	of	travelers.	The	fact	that	the	threat	from	substitutes	has	not	

really	been	significant	 for	so	many	years,	should	probably	be	found	 in	the	fact	 that	the	 industry	

besides	the	revolution	of	the	internet	has	seen	very	little	technological	improvements.	However,	

as	the	industry	up	until	lately	(before	Airbnb)	had	not	seen	any	real	technological	improvements,	

this	left	room	for	substitute	products,	facilitated	by	technology.	

The	firth	step	is	Rivalry	among	existing	competitors.	When	looking	into	the	rivalry	of	

existing	 competitors	 in	 the	 industry,	 it	 is	 important	 to	 take	 into	 account	 how	 easy	 it	 is	 for	 the	

consumers	to	switch	between	hotels	and	still	get	a	similar	 level	of	service.	First	of	all,	 there	 is	a	

huge	supply	of	hotels	around	the	world.	By	taking	a	quick	 look	on	one	of	the	booking	sites,	 it	 is	

clear	 that	 they	offer	bookings	at	hundreds	of	 thousands	of	hotels	 (hotels.com),	and	 that	 is	only	

they	hotels	they	have	listed.	Meanwhile,	there	is	very	low	switching	costs	for	consumers,	that	due	

to	 the	 low	 degree	 of	 service	 differentiation	 can	 easily	 switch	 to	 a	 similar	 hotel	 without	 major	

switching	costs.	When	succeeding	in	the	Hotel	Industry,	there	is	a	lot	of	money	to	be	made,	so	it	is	

fair	to	say	that	taking	the	high	stakes	into	account	as	well	as	the	above	mentioned	factors,	there	is	

a	major	rivalry	among	existing	competitors.	

4.7.2	Airbnb	and	The	Sharing	Economy	

The	 traditional	 hotel	 industry	 has	 stagnated	 at	 a	 level	 where	 the	 service	 offered	 is	 very	

standardized	 and	 the	 hotels	 are	 loosing	 power	 to	 the	 booking	 sites.	 The	 fact	 that	 the	 hotel	

industry	has	seen	no	real	evolution	besides	from	the	online	revolution	makes	it	obvious	that	there	

is	 room	 for	 a	 technological	 revolution	 in	 the	 industry,	 just	 like	 we	 have	 seen	 in	 many	 other	

traditional	 industries.	With	the	appearance	of	Airbnb,	 the	technological	 revolution	 is	coming.	As	

mentioned	previously,	the	emergence	of	Airbnb	has	not	disrupted	the	traditional	 industry.	What	
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appears	to	be	the	case	however,	is	that	Airbnb	has	created	a	similar	industry	running	side	by	side	

with	the	traditional	hotel	industry.	

As	we	did	with	the	traditional	hotel	industry,	in	the	following	we	we	will	examine	the	

industry	in	which	Airbnb	is	the	leading	force	in	shaping	it.	This	we	will	do	through	a	Porters	Five	

Forces	analysis.	

	

	
	

	

	

The	 first	 step	 is	 Bargaining	 Power	 of	 Suppliers.	 With	 Airbnb	 having	 developed	 a	

platform	 to	 facilitate	 the	 interaction	 between	private	 individuals,	 they	 are	 basically	 operating	 a	

peer	to	peer	platform.	As	we	have	experienced,	more	people	decide	to	list	their	available	space	on	

Figure	7	
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Airbnb	 because	 the	 demand	 is	 ever	 increasing,	 and	 simultaneously	 the	 demand	 continues	 to	

increase	 because	 the	 supply	 to	 choose	 between	 increases,	 creating	 a	 positive	 spiral	 effect	 for	

Airbnb.	The	situation	Airbnb	has	positioned	itself	in,	is	that	the	true	value	of	their	platform	lies	in	

their	users.	Since	this	is	the	case,	one	would	assume	that	the	bargaining	power	of	suppliers	is	very	

high,	this	however	is	not	the	case	right	now.	Suppliers	do	not	really	have	an	alternative	place	to	

connect	with	customers	the	way	they	have	through	Airbnb.	Simultaneously,	Airbnb	has	positioned	

itself	 right	 in	 the	middle,	 and	 since	 the	 suppliers	 are	 scattered	 individuals	 with	 no	 connection	

between	each	other,	they	are	currently	not	able	to	rally	and	together	place	demands	on	Airbnb.	

All	together,	this	leaves	no	real	bargaining	power	with	the	suppliers.	

The	 second	 step	 is	 Bargaining	 Power	 of	 Consumers.	 As	 Airbnb	 is	 creating	 a	 brand	

new	way	to	accommodate	when	traveling,	by	utilizing	the	already	existing	supply	of	space	in	cities,	

there	are	currently	no	real	alternatives	for	consumers	to	find	and	book	private	spaces	around	the	

world.	Very	much	as	is	the	case	for	the	suppliers,	Airbnb	controls	the	connection	between	supply	

and	 demand,	 leaving	 the	 consumers	 with	 no	 real	 leverage.	 As	 Airbnb	 has	 built	 a	 platform	 for	

potentially	everyone	to	join,	and	at	the	same	time	kept	the	access	to	their	supply	closed,	and	as	

bookings	 can	 only	 be	 made	 through	 the	 Airbnb	 platform,	 it	 has	 not	 been	 possible	 for	 any	

consumers	or	companies	to	 join	together	and	benefit	 from	group	buying,	 like	we	saw	happened	

with	 the	 rise	 of	 booking	 sites	 in	 the	 traditional	 hotel	 industry.	 This	means,	 that	 the	 bargaining	

power	of	consumers	is	very	low.	

The	third	step	is	Threat	of	new	entrants.	The	true	value	of	Airbnb	in	many	ways	lies	

in	its	users.	We	have	touched	base	with	this	fact	several	times,	and	especially	when	analyzing	the	

threat	of	new	entrants,	 it	 is	 essential	 to	understand	 the	positive	network	effects	happening	 for	

Airbnb.	
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Every	time	a	new	consumer	joins	the	platform,	it	increases	the	total	demand	for	spaces	to	rent	on	

the	Airbnb	platform.	This	 increase	 in	demand	makes	 it	more	attractive	 for	new	 suppliers	 to	 list	

their	spaces	on	Airbnb,	which	in	return	increases	the	supply	and	thereby	the	amount	of	spaces	to	

select	 between	 as	 a	 consumer.	 As	 the	 supply	 increases,	 it	 becomes	 more	 attractive	 for	 the	

consumers	 to	 search	 for	 accommodation	 through	 the	 Airbnb	 platform,	 and	 a	 positive	 network	

effect	has	been	set	in	motion.	

This	network	effect	ensures	 that	 the	 true	value	of	Airbnb	 lies	 in	 their	users,	as	 the	

service	gets	better	with	every	new	user	joining	Airbnb.	This	means,	that	it	is	not	easy	for	anyone	to	

copy	Airbnb,	as	it	is	not	just	about	developing	a	product,	it	is	just	as	much	about	getting	the	users	

onboard,	since	the	software	is	worthless	without	users.	

Companies	can	not	just	compete	with	Airbnb	by	developing	a	similar	software,	so	the	

threat	 from	 new	 entrants	 is	 considered	 low,	 as	 it	 would	 require	 a	major	 capital	 investment	 to	

acquire	the	same	network	effect	that	Airbnb	has	managed	to	create,	if	even	possible.	

The	forth	step	is	Threat	of	substitutes.	When	we	previously	analyzed	the	traditional	

hotel	 industry,	 we	 found	 that	 the	 threat	 from	 substitutes	 was	 present	 but	 not	 high,	 since	 no	

technological	 evolution	 had	 taken	 place.	 Now	 that	 Airbnb	 has	 undertaken	 this	 technological	

revolution,	 they	 have	 created	 a	 substitute	 to	 the	 traditional	 hotel	 industry.	 This	 simultaneously	

mean	 that	 the	 sharing	economy	 in	which	Airbnb	operates,	 is	 subject	 to	a	very	high	 threat	 from	

Figure	8	
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substitutes.	Simply	because	there	are	no	switching	costs	for	the	consumers	to	choose	a	traditional	

hotel,	hostel	or	whatever	type	of	accommodation	they	prefer.	As	we	found	in	the	analysis	of	the	

traditional	hotel	industry,	there	is	a	major	supply	of	hotels	and	other	types	of	accommodation,	so	

leaving	the	users	of	Airbnb	with	many	alternatives.	

It	is	however	worth	mentioning,	that	Airbnb	emphasizes	that	the	listing	they	offer,	is	

of	a	different	type	than	the	one	offered	by	the	traditional	players.	By	this,	they	mean	that	when	

traveling	with	 Airbnb,	 the	 consumers	 experience	 a	 different	 feeling	 of	 traveling	 like	 a	 local,	 an	

experience	hotels	and	others	can	not	offer	to	the	same	degree.	

The	 firth	 step	 is	 Rivalry	 among	 existing	 competitors.	 Currently	 there	 is	 no	 real	

competitors	 to	 Airbnb.	 There	 are	 other	 services	 such	 as	 craigslist	 (craigslist.dk),	 Homeaway	

(homeaway.dk)	and	Flipkey	(flipkey.com)	where	it	 is	possible	to	list	and	book	private	spaces,	but	

none	of	them	have	managed	to	grow	to	the	size	and	quality	of	Airbnb.	The	reason	for	this	is	most	

likely	subject	to	something	we	have	already	addressed,	i.e.	the	network	effect	achieved	by	Airbnb	

which	has	 really	made	 their	 platform	 the	Go-To	place	 for	 alternative	 accommodation,	 as	 this	 is	

where	all	the	demand	and	supply	is	to	be	found.	

4.7.3	Turning	a	stagnated	industry	into	a	high-growth	industry	

When	reviewing	the	literature,	it	became	clear	to	us	that	successful	Born	Global	companies	most	

often	 enters	 industries	 with	 high	 growth.	 But	 looking	 at	 the	 traditional	 hotel	 industry,	 it	 is	 an	

industry	 that	 has	 stagnated,	 and	 not	 a	 high	 growth	 industry.	 According	 to	 the	 literature,	 the	

traditional	 hotel	 industry	 is	 not	 an	 industry	 suited	 for	 a	 Born	 Global	 company,	 as	 it	 has	 no	

significant	 growth,	 and	 technological	 differentiation	 among	 competitors	was	 not	 and	 still	 is	 not	

possible.	Clearly	some	factors	were	present	in	the	traditional	hotel	industry,	factors	not	taken	into	

account	in	the	literature,	but	which	created	the	foundation	for	a	Born	Global	tech	company	such	

as	 Airbnb	 to	 enter	 and	 succeed	 on	 a	 global	 scale.	 As	mentioned	 by	 Fernhaber,	McDougall	 and	

Oviatt	 in	 2007,	 the	 industries	 in	 which	 early	 internationalization	 is	 most	 common	 are	 also	

supposed	 to	 be	 knowledge	 intensive	 industries.	 This	 is	 clearly	 not	 the	 case	with	 the	 traditional	

hotel	industry,	actually	quite	the	opposite	as	the	service	and	product	can	easily	be	copied.	

What	Airbnb	has	done,	is	that	it	entered	an	industry	that	has	not	evolved	in	many	years.	With	the	

use	 of	 a	 very	 scalable	 platform,	 it	 has	 facilitated	 the	 communication	 between	 its	 peers,	 and	

thereby	enabled	people	to	share	their	spaces.	This	use	of	the	sharing	economy	combined	with	its	
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use	of	technology	has	enabled	Airbnb	to	create	a	new	high	growth	industry	for	accommodation,	

operating	alongside	the	traditional	hotel	industry.	It	is	interesting	to	see,	how	a	stagnated	industry	

that	is	quite	the	opposite	to	what	literature	tells	us	it	should	be,	can	be	the	perfect	industry	for	a	

company	to	enter,	as	the	sharing	economy	and	platform	technology	enables	companies	to	create	

a	similar	industry	alongside	a	traditional	and	stagnated	industry.	In	2008,	Kudina,	Yip	and	Barkema	

mentioned	how	a	small	home	market	supports	early	internationalization.	Airbnb	was	launched	in	

the	US,	a	huge	market,	so	clearly	the	market	size	was	not	the	reason	for	them	to	internationalize.	

The	reason	was	that	since	they	are	in	the	travel	business,	demand	for	their	service	was	not	just	a	

local	demand	in	a	single	city,	it	was	potentially	all	around	the	world.	This	means,	that	if	they	had	

not	internationalized	early	on,	they	would	simply	not	have	been	able	to	offer	the	same	quality	of	

service.	People	today	expect	a	one	stop	platform	for	their	accommodation	bookings,	and	not	just	

a	place	for	whenever	they	are	traveling	to	San	Francisco	where	Airbnb	started.	This	is	interesting,	

as	 literature	 clearly	 does	 not	 take	 into	 account	 the	 pace	 that	 tech	 companies	 are	 capable	 of	

scaling,	 and	 thereby	 the	 importance	 for	 a	 company	 like	 Airbnb	 to	 quickly	 acquire	 supply	 and	

demand	 from	 everywhere,	 before	 a	 competitor	 would	 have	 done	 so.	 Literature	 tell	 us	 that	

companies	 internationalize	 because	 they	 need	 to	 in	 order	 to	 find	 enough	 customers	 for	 their	

product,	where	 the	 real	 story	with	Airbnb	 is	 that	 they	 internationalize	because	 the	users	are	so	

important	and	they	know	that	whoever	gains	a	positive	network	effect	from	its	users	first	will	win,	

not	necessarily	the	company	with	the	best	product.	

	

4.8	The	Strategy	

As	Airbnb	entered	the	industry	for	accommodation,	they	could	have	done	so	in	many	ways.	Many	

have	 tried	 to	 enter	 the	 industry	 in	 a	 traditional	 way,	 by	 running	 a	 hotel,	 Bed&Breakfast	 or	

something	similar,	but	that	was	not	what	Airbnb	did.	As	we	already	know,	the	competition	in	the	

traditional	hotel	industry	is	fierce,	and	it	is	extremely	difficult	to	stand	out.	The	Airbnb	strategy	for	

entering	this	industry	was	very	different.	They	could	see	what	technology	had	become	capable	of,	

and	the	era	of	platform-based	sharing	economies	was	slowly	starting.	By	entering	the	industry	of	

accommodation,	 with	 the	 platform	 they	 did,	 they	 were	 able	 to	 differentiate	 themselves	 on	 a	

whole	new	level	never	seen	in	the	industry	before.	This	differentiation	strategy	is	the	single	most	

important	strategy	of	Airbnb,	as	it	is	the	core	reason	why	they	have	managed	to	grow	larger	than	
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many	established	hotel	chains.	In	2005,	Knight	and	Cavusgil	did	a	study	on	Born	Global	companies,	

categorizing	the	companies	 into	four	strategic	groups.	One	of	these	was	differentiation	strategy,	

and	it	perfectly	aligns	with	the	way	Airbnb	has	gained	traction	and	success	by	offering	more	or	less	

the	same	product,	accommodation,	but	 in	a	completely	new	way	 that	differentiated	 them	from	

the	competition.	Knight	and	Cavusgil	however	also	mention	that	a	cost	leadership	strategy	is	not	

suitable	for	a	Born	Global	company,	as	resources	are	often	very	scarce.	This	does	not	really	align	

with	Airbnb,	as	they	not	only	differentiate	themselves	on	the	service	they	offer,	they	are	in	many	

cases	 also	 a	 lot	 cheaper	 than	 traditional	 hotels.	 This	 they	 can	 do	 because	 they,	 as	 we	 have	

previously	discussed,	completely	rethought	the	way	they	generate	supply.	Airbnb	does	not	have	

big	costs	to	increase	supply,	as	they	utilize	already	existing	spaces.	By	doing	so,	they	can	afford	to	

only	 earn	 a	 certain	 percentage	 off	 each	 transaction,	 which	 hotels	 can	 not	 because	 they	 have	

several	fixed	costs	to	pay.	By	rethinking	the	industry	 in	the	way	they	did,	they	have	managed	to	

build	 a	 similar	 but	 new	 sharing	 economy	 industry,	 that	 runs	 alongside	 the	 traditional	 hotel	

industry.	Obviously	developing	a	platform	 is	not	enough	 to	gain	 traction,	users	are	needed	 too.	

Especially	 in	 a	 platform-based	 company	where	 the	 users	 are	 the	 real	 value	 and	 basically	 is	 the	

product.	

As	Airbnb	 is	operating	a	platform-based	 sharing	economy,	 they	have	 taken	 several	

steps	to	cater	to	their	existing	users	as	well	as	reaching	out	to	new	users.		

In	 the	 following,	 we	 will	 go	 through	 Airbnbs	 user	 focused	 strategies	 and	 the	

initiatives	that	they	have	taken	to	first	of	all	solve	the	chicken	and	egg	problem	(what	comes	first,	

supply	or	demand),	and	secondly	retain	its	users.	

4.8.1	Referral	Program	

One	of	the	most	 important	strategic	decisions	to	gain	growth	was	their	attention	to	how	Airbnb	

could	generate	new	users	and	sustain	exponential	growth	margins.	Airbnb	turned	toward	Paypal.	

Paypal	had	 introduced	a	 referrals	program	were	users	got	cash	bonuses	 for	 referring	new	users	

and	users	received	cash	bonuses	for	first	time	use.	By	using	a	referral	program	Paypal	had	been	

able	to	average	7-10	percent	growth	daily.	(referralcandy.com)	For	the	way	Airbnb	had	based	their	

platform,	 a	 referrals	 programs	 fitted	 perfectly	 into	 their	 wishes.	 	 To	 implement	 their	 referrals	

program	Airbnb	had	to	analyze	and	adapt	their	referrals	to	six	steps.	
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Step	 one,	 Airbnb	 had	 to	 select	 a	 customer	 segment	 to	 implement	 their	 referral	

program	on.	Airbnb	needed	to	select	a	customer	segment	that	were	loyal	to	them	and	would	be	

great	ambassadors.	Airbnb	went	with	a	referral	program	where	users	could	send	a	link	to	friends	

and	when	they	created	an	account	and	made	their	first	reservation	the	user	would	receive	travel	

credit	 to	 Airbnb	 (airbnb.dk6).	 	 A	 referral	 program	was	 also	 created	 to	 lure	 new	 hosts	 onto	 the	

platform	where	new	referrals	that	created	host	profiles	also	got	travel	credit	to	Airbnb.	

Step	 two	Airbnb	had	 to	 find	 the	appropriate	amount	 to	 reward	 their	users	with.	 It	

was	important	to	find	a	level	that	would	generate	surplus	for	the	user	but	at	the	same	time	be	a	

sustainable	 solution	 for	 Airbnb.	 Airbnb	 came	 up	with	 referral	 program	where	 new	 users	 could	

refer	other	new	users	 via	 e-mail.	 If	 the	new	user	 created	a	profile	 and	made	a	booking	 via	 the	

website	the	referrer	would	receive	a	25$	travel	credit.		When	the	new	user	created	a	profile	the	

user	would	also	get	a	25$	travel	credit.	When	new	users	created	a	host	profile	and	rented	their	

apartment	 for	 the	 first	 time	 the	 referrer	 would	 receive	 a	 75$	 travel	 credit.	 They	 set	 a	 limit	 of	

5000$	 in	 travel	 credit	 (airbnb.dk6).	Airbnb	 saw	 the	 importance	 in	new	users	 and	especially	new	

hosts.	For	Airbnb	to	continue	growing,	new	hosts	and	thereby	possibilities	to	stay	were	essential.	

Airbnb	recognized	these	factors	and	therefor	rewarded	host	referrals	better.	The	reason	why	it	is	

harder	 to	 get	 new	 hosts	 onboard,	 is	 also	 that	 it	 takes	 more	 for	 a	 person	 to	 rent	 out	 his/her	

personal	space	rather	than	staying	at	someone	elses.	

Step	three,	Airbnb	had	to	create	a	situation	were	it	was	attractive	for	both	the	new	

user	and	the	referrer.	If	for	example	only	the	referrer	gets	travel	credit,	then	the	new	user	has	no	

extra	 incentive	 to	create	a	profile.	By	 rewarding	 the	user	with	creating	a	profile	 the	 incentive	 is	

there.	Airbnb	understood	the	need	to	create	incentive	for	both	parties	to	create	a	situation	were	

rapid	growth	was	possible.		

Step	four	is	about	letting	the	public	know	about	your	programs.	Airbnb	made	it	clear	

via	their	website	that	the	referral	program	existed	and	how	it	worked.	It	was	important	for	Airbnb	

to	also	get	 in	contact	with	the	general	public.	They	had	via	advertising	told	the	public	about	the	

benefits	of	creating	an	Airbnb	profile.	To	their	existing	users	Airbnb	e-mailed	a	link	so	they	could	

encourage	friends	and	family	to	become	a	user.	In	their	e-mail	Airbnb	told	their	user	the	benefits	

of	 their	 referral	 program.	 This	 created	 a	 situation	 where	 users	 could	 generate	 enough	 travel	
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credits	to	travel	free	via	Airbnb.	Users	created	blogs	about	how	to	travel	free	via	Airbnb	creating	

more	media	coverage	and	thereby	getting	out	to	more	potential	users	(tortugabackpacks.com).						

Airbnb	 recognized	 the	 importance	 of	 having	 a	 good	 referral	 program	 and	 learned	 from	 Paypal	

before	 they	 personalized	 their	 referral	 program	 to	 fit	 to	 Airbnbs	 users.	 Airbnb	 recognized	 the	

importance	 of	 having	 a	 referral	 program	and	 in	 the	 end	 reaping	 the	 benefits	 and	 partly	 linking	

their	success	in	size	to	their	referral	program.	

4.8.2	Digital	Media	Strategy	

As	Airbnb	does	not	have	a	physical	product	to	present	they	had	to	figure	out	a	way	to	promote	the	

product	they	had.	Airbnb	saw	the	importance	of	social	media	and	mouth-to-mouth	reviews	from	

users	 and	 the	 trust	 it	 could	 create	 in	 their	 brand.	 Airbnb	 understood	 that	 without	 a	 physical	

product	they	have	to	promote	different	aspects	to	get	users	to	use	their	platform.		

	

“Our	 community	 is	 core	 to	 our	 business.	 From	 the	moment	 that	 people	 land	 or	 start	 their	 trip,	

they’re	going	to	be	Tweeting	and	facebooking,	they’re	basically	opening	up	a	conversation	and	we	

want	to	be	part	of	it.”	

- Venitia	Pristavec,	Creative	Lead,	Airbnb	(hootsuite.com)		

	

As	Airbnb	Creative	Lead,	Venitia	indicates,	it	is	important	to	use	social	media	and	understand	how	

to	use	them,	as	everyone	uses	social	media	to	talk	about	their	lives	and	experiences.	Airbnb	want	

to	 be	 part	 of	 the	 journey	 with	 their	 users	 and	 use	 their	 experiences	 as	 part	 of	 their	 strategy.	

Airbnb	had	divided	 their	 social	media	 strategy	 into	 three	 segments	where	 they	 intensified	 their	

focus.	

The	 first	part	was	on	how	they	could	communicate	 to	users	 the	uniqueness	of	 the	

places	Airbnb	had	accommodations.	Airbnb	had	understood	that	many	of	 their	users	wanted	 to	

understand	and	see	the	local	culture	from	a	local	residents	perspective	and	not	as	a	tourist.	Airbnb	

created	a	Neighborhood	guide	were	characteristics	where	highlighted	of	specific	neighborhood	in	

cities.	 As	 seen	 in	 the	 figure	 below	 a	 description	 of	 the	 possibilities	 in	 the	 Kensington	 area	 in	

London.	
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Airbnb	 used	 the	 knowledge	 from	 local	 users	 to	 create	 a	 guide	 for	 travelers	 so	 that	 they	 could	

experience	the	local	feel.		The	guide	consisted	of	options	on	how	to	get	around	the	neighborhood,	

what	 attractions	 the	 area	has	 to	offer,	 shopping	possibilities	 and	places	 to	 eat.	Airbnb	 added	 a	

feature	that	let	users	know	what	locals	in	the	area	liked	about	the	neighborhood.	The	feature	was	

created	 from	 users	 living	 in	 the	 area	 and	 travelers	 that	 had	 visited	 the	 neighborhood.	 These	

features	combined	give	travelers	the	understanding	and	feeling	of	being	a	local.				

The	second	part	was	using	users	for	storytelling	and	expressing	their	experiences	through	Airbnb.	

Airbnb	 uses	 storytelling	 a	 great	 deal	 to	 express	 user	 experiences	whether	 it	 is	 through	movies	

created	via	crowd	sourced	vines	or	birdhouse	replicas	of	their	most	intriguing	properties.	

	Airbnb	uses	movie	vines	 from	 their	users	on	 their	website	 to	 create	a	homely	atmosphere	and	

illustrate	how	 they	use	 their	 apartments.	Airbnb	used	 these	vines	 to	 tell	 a	 story	about	why	 the	

users	become	hosts	and	to	let	users	get	to	know	their	potential	host.			

		 Airbnb	also	created	a	campaign	that	illustrated	homes	in	smaller	birdhouse	models.	

Airbnb	wanted	to	innovative	their	marketing	and	show	that	the	users	create	a	welcoming	feeling.	

Figure	9	



	 61	

	

(fastcodesign.com)	

	

“We	 created	 these	 birdhouses	 inspired	 by	 real	 Airbnb	 homes	 and	 the	 accompanying	 film	 as	 a	

metaphor	for	the	hospitality	about	which	our	company	is	built"	

"Our	hospitality	is	completely	individual	and	designed	by	our	hosts	who	know	that	making	people	

feel	at	home	anywhere	in	the	world	comes	from	warmth,	intuition	and	an	attention	to	detail.	We	

love	the	world's	real	travelers,	and	this	is	an	invitation	to	travel	in	a	new	way."	

Amy	Curtis-McIntyre,	CMO	Airbnb	(adweek.com).	

	

Finally	 Airbnb	 used	 crowdsourcing	 as	 a	 social	 media	 campaign.	 It	 was	 important	 for	 Airbnb	 to	

create	their	campaign	in	a	way	that	they	still	had	control	over	the	contents.	It	is	hard	to	control	a	

hashtag	on	instagram	or	twitter	(urbandictionary.com)	and	can	easily	have	the	opposite	outcome	

then	what	was	expected.	Airbnb	created	a	campaign	where	users	via	a	platform	can	create	their	

own	 personalized	 version	 of	 the	 Airbnb	 logo	 (airbnb.com8).	 	 Airbnb	 let	 users	 select	 colors	 and	

patterns	then	let	them	share	their	customized	logo	along	with	photos	from	Airbnb	experiences	via		

social	media.	Airbnb	use	the	hashtag	#BelongAnywhere.	This	platform	allows	Airbnb	to	get	their	

logo	integrated	with	fans	but	at	the	same	time	control	and	promote	the	contents	that	best	fit	their	

brand	using	their	own	social	media	channels.				

	As	Airbnb	has	created	a	new	market	forum	within	the	travel	industry	they	have	also	

used	new	and	creative	marketing	initiatives	as	seen	above.	Airbnb	recognized	that	their	users	and	

Figure	10	
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new	potential	users	were	first	movers	when	it	comes	to	using	social	media	and	shopping	online.	

For	their	users	these	platforms	were	part	of	their	everyday	routines	and	shopping	habits.	Airbnb	

recognized	 these	 trends	 from	 their	 users	 and	 created	 alternative	marketing	 strategies	 to	 work	

within	the	boundaries	of	social	media	platforms.			

4.8.3	Localization	

Airbnb	has	been	one	of	the	fastest	growing	companies	in	newer	time	and	currently	has	one	million	

listings	 in	 34	 thousand	 cities	 spread	 throughout	 190	 countries.	 After	 The	 United	 states	 have	

opened	 up	 for	 Americans	 going	 to	 Cuba	 Airbnb	 focused	 on	 making	 this	 location	 available	 via	

Airbnb.	Airbnb	has	over	1	thousand	listings	in	Cuba	at	the	present	(fastcompany.com).			

As	 a	 brand	 and	 their	 product	 portfolio,	 Airbnb	 needs	 to	 present	 itself	 as	 a	 global	

company.	 For	 this	 to	 be	 possible	 Airbnb	 has	 focused	 on	 having	 websites	 customized	 for	 the	

country	their	website	is	opened	in.	One	of	the	focus	points	of	this	customization	is	translation	into	

the	native	language.		

	

“It	is	important	that	we	are	both	international	and	local	at	the	same	time,	because	of	this,	we’ve	

taken	many	steps	toward	localization,	one	of	which	is	translation.”			

Jason	katz-Brown,	engineer	at	Airbnb	(oneskyapp.com).	

	

Because	of	these	efforts	Airbnb	is	available	in	26	languages.	Airbnb	has	made	this	possible	and	fast	

integrated	 by	 building	 a	 customized	 translation	management	 tool	 (TMS).	 This	 TMS	 can	 help	 to	

integrate	new	languages	and	translate	updates	almost	immediately.	When	new	updates	are	added	

to	the	main	site	the	TMS	takes	screenshots	and	sends	it	automatically	to	Airbnb	translators	around	

the	world.		The	updates	are	then	translated	and	directly	updated	onto	the	webpage	so	users	have	

updated	platforms	shortly	after	the	main	platform	is	updated.			

Airbnb	had	the	challenge	of	prioritizing	which	information	should	be	translated	first.	

When	larger	updates	of	changes	to	setup	was	made	many	thousands	words	had	to	be	translated.	

Airbnb	engineers	developed	a	system	that	prioritized	content	after	search	patterns	on	websites.	

This	made	it	easy	for	programmers	to	prioritize	which	segments	to	send	for	translation	first.	It	also	

gave	programmers	the	option	of	sending	different	updates	for	translation	to	different	countries	all	

depending	on	that	specific	countries	search	patterns.			
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In	the	beginning	Airbnb	used	in-house	translators	and	crowd-sourced	translators.	In	

the	 crowd-sourcing	 process	 Airbnb	 used	 existing	 users	 to	 help	 translate	 into	 their	 native	

languages.	The	abundance	of	users	willing	to	help	in	the	translation	also	helped	in	proofreading	of	

translations.	 This	way	Airbnb	 could	ensure	 that	material	 that	was	 translated	was	 correct	within	

spelling	 and	 composition	 with	 the	 help	 of	 in-house	 translators	 and	 local	 managers.	 	 Local	

managers	 and	 in-house	 translators	 help	 in	 correcting	 the	 translation	 so	 it	 fits	 with	 the	 overall	

corporate	language	tone	(oneskyapp.com).			

This	 way	 of	 localizing	 their	 service	 is	 really	 interesting,	 as	 it	 first	 of	 all	 is	 a	 clear	

evidence	of	how	important	the	users	are	to	the	Airbnb	platform.	Furtermore	it	aligns	with	existing	

literature;	 in	2004	Knight,	Madsen	and	Servais	 investigated	marketing	 related	strategies	 in	Born	

Global	 companies,	 and	 what	 they	 found	 was	 that	 Born	 Global	 companies	 should	 tailor	 their	

strategy	for	each	foreign	market	they	enter.	

4.8.4	Blue	Ocean	Strategy		

Airbnb	 entered	 an	 existing	 industry	were	 there	were	 two	 opportunities,	 the	 traditional	 lodging	

(Hotels,	hostels,	bed	&	breakfast	etc.)	industry,	and	couch	rental	websites	which	is	most	known	for	

backpackers	with	a	minimal	budget	for	accommodation.	Airbnb	positioned	itself	in	a	new	position	

compared	to	 the	traditional	options.	Airbnb	did	so	by	using	existing	 technology,	and	completely	

innovate	the	use	of	it	in	an	industry	like	the	hotel	industry,	which	had	seen	very	little	technological	

innovation	since	the	dot	com	era.		

W.	Chan	Kim	and	Renée	Mauborgne	who	are	the	founders	of	the	blue	ocean	strategy	

defines	it	in	8	key	points.	One	of	witch	states:	

	

	“Blue	ocean	strategy	is	based	on	the	simultaneous	pursuit	of	differentiation	and	low	cost.	It	is	an	

‘and-and,’	not	an	‘either-or’	strategy”	

- W.	Chan	Kim	and	Renée	Mauborgne	(blueoceanstrategy.com)	

	

Airbnb	have	built	 their	 company	 around	 creating	 a	 transaction	between	users	 listing	properties	

and	users	searching	for	accommodation.		Airbnb	can	keep	a	low	cost	by	not	investing	in	properties	

but	simply	allowing	users	to	get	in	touch.		This	allows	Airbnb	to	generate	high	returns	to	users	and	

at	 the	 same	 time	 keep	 costs	 low.	 As	 mentioned	 previously	 in	 this	 chapter,	 this	 type	 of	
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differentiation	and	low	cost	strategy,	is	in	the	literature	mentioned	as	a	bad	way	to	approach	the	

market,	 simply	 because	 young	 Born	 Global	 companies,	 according	 to	 literature,	 can	 not	 benefit	

from	economies	of	scale	 in	their	early	years.	However,	with	Airbnb	the	 low	cost	was	one	of	 the	

factors	 that	 drove	 user	 growth,	 and	 due	 to	 large	 investments	 as	well	 as	 the	 platform	 business	

model,	 sharing	 economy	 and	 the	 network	 effect	 their	 service	 could	 achieve,	 they	 could	 allow	

themselves	 to	aim	for	economies	of	scale	at	a	very	early	stage.	Together	 this	allowed	Airbnb	to	

create	a	network	with	millions	of	users	with	little	incentive	to	create	new	profiles	on	competitors	

websites	because	of	the	fact	that	Airbnb	have	first	mover	advantage	and	are	currently	the	biggest	

on	the	market.	Airbnbs	market	share	alone	leaves	little	room	for	competitors	to	take	any	market	

share	within	the	near	future.	

The	 founders	 had	 a	 clear	 understanding	 of	 what	 was	 important	 when	 it	 came	 to	

formulating	the	strategic	path	Airbnb	was	going	to	follow.	Airbnb	recognized	the	importance	and	

the	potential	 in	using	 social	media	as	an	advertising	platform.	Their	users	were	on	social	media	

channels	 so	 it	was	only	natural	 to	advertise	where	potential	users	were.	Airbnb	also	 recognized	

the	importance	of	their	first	mover	advantage	within	the	blue	ocean	industry	and	acknowledged	

the	consequences	it	could	have	if	they	lost	this	advantage.	Airbnb	created	their	referral	program	

to	 act	 on	 their	 first	 mover	 advantage	 and	 get	 the	 benefits	 of	 being	 the	 largest	 within	 their	

segment.		

	

4.9	Approach	to	Market	Entry	

”I	might	have	been	 the	 fastest	 senior	hire	 they	made.	 They	were	 really	 conscious	about	 time	 to	

market	–	being	recognized	as	the	first	mover	was	critical.”	

- Martin	Reiter	(hottopics.ht)	

	

As	 we	 have	 found	 during	 this	 case	 study	 of	 Airbnb,	 there	 is	 clearly	 a	 network	 effect	 present,	

enabling	Airbnb	to	position	itself	as	the	go	to	place	for	alternative	accommodation	when	traveling.	

As	Airbnb	operates	 in	 an	 industry	where	 its	 consumers	 and	 suppliers	 are	 placed	 all	 around	 the	

world,	 the	 network	 effects	 they	 achieve	 are	 not	 only	 local,	 they	 are	 global.	 As	 global	 network	

effects	 are	 present,	 Airbnb	 had	 to	 internationalize	 very	 quickly	 to	 meet	 the	 demand	 by	 users	

traveling	everywhere	in	the	world.	Had	they	not	done	this,	they	would	have	been	compromising	
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the	 quality	 of	 the	 service	 rendered	 to	 the	 consumers.	 The	 fact	 that	 global	 network	 effects	 are	

present,	also	means	that	it	is	a	clear	“winner	takes	all”	industry,	where	the	marketplace	with	the	

best	service	wins.	In	relation	to	the	literature,	Chetty	and	Campbell-Hunt	found	in	2004,	that	Born	

Global	 companies	 that	 internationalize	 early	 on,	 often	 perform	 much	 better	 than	 competitors	

waiting	to	internationalize.	Though	Chetty	and	Campbell-Hunt	back	in	2004	probably	had	no	idea	

of	how	fast	internationalization	could	actually	take	place	10	years	later,	it	still	holds	a	lot	of	value.	

First	mover	advantage	has	always	been	an	important	factor,	and	even	more	in	these	days	where	it	

is	so	easy	to	develop	a	product,	so	the	important	factor	is	acquiring	the	user	base	before	others	do	

so.		

We	have	 spoken	about	how	Airbnb	has	been	 creating	 a	new	high	 growth	 industry	

running	alongside	the	traditional	hotel	 industry.	The	creation	of	a	new	 industry	also	means	that	

there	is	a	huge	potential	for	building	a	multinational	success,	which	leads	to	several	competitors	

wanting	a	peace	of	 the	pie.	Airbnb	was	very	aware	of	 this	 fact,	and	understood	the	urgency	 for	

internationalization	 given	 the	 rise	 of	 many	 competitors	 such	 as	 Rocket	 Internets	 WIMDU	

(wimdu.dk).	 Hence	 Airbnb	 designed	 a	 rough	 playbook	 for	 how	 to	 approach	 the	 rapid	

internationalization,	 which	 was	 needed,	 taking	 hiring,	 country	 prioritization	 and	 finances	 into	

account.	As	Airbnb	knew	and	understood	the	importance	of	offering	the	best	service,	first	mover	

advantage	 was	 very	 important	 in	 order	 to	 attract	 both	 supply	 and	 demand	 in	 each	 market,	

because	only	this	way	would	they	be	able	to	hold	off	competition.			

	

”We	knew	in	Russia	with	their	clone	industry	they	would	have	competitors	up	and	running	almost	

every	week	so	we	said	we	would	rather	go	to	Russia	and	discourage	potential	investors	by	planting	

a	flag	there	than	going	straight	for	more	overtly	obvious	financial	opportunities.”	

- Martin	Reiter	(hottopics.ht)	

	

This	clearly	tells	us,	the	importance	of	first	mover	advantages	in	an	industry	where	network	effects	

are	present,	something	that	existing	Born	Global	literature	lacks	to	address.	Simply	the	fact,	that	

Airbnb	chooses	to	prioritize	entering	countries	with	less	financial	gains,	over	obvious	countries	like	

Australia,	shows	how	important	the	approach	to	market	entry	can	be,	because	this	decision	has	

ensured	that	they	in	the	long	run	have	less	competition	that	they	need	to	allocate	resources	for.	



	 66	

	

	

	

	

	

	

	

	

	

	

In	 an	 interview	 (hottopics.ht),	Martin	 Reiter	 explains	 the	 incredible	 pace	 in	which	 they	 opened	

new	offices	after	the	$112mill	funding	round	in	July	2011	(crunchbase.com).	In	only	four	months	

they	launched	offices	in	8	new	countries,	and	after	six	months	the	number	of	new	offices	was	12.	

When	launching	new	offices	at	this	speed,	it	is	hard	to	get	everything	right,	and	in	many	cases	we	

do	not	believe	that	was	even	their	plan,	they	just	wanted	to	make	a	presence	as	was	the	case	in	

Russia,	then	later	on	they	could	build	a	sustainable	organization	in	each	country.		

Supporting	this	 theory,	where	Airbnb	 launches	new	offices	at	an	 incredible	pace	to	

make	a	presence,	and	then	wait	with	building	a	sustainable	organization,	is	an	article	from	2013	in	

Business	 Insider,	 explaining	how	Airbnb	 changed	 its	 strategy	 two	years	 after	 they	planned	 their	

rapid	 internationalization.	 At	 this	 point	 in	 time,	 they	 decided	 to	 slow	 down	 their	

internationalization,	 and	 instead	 focus	 on	 reassigning	 existing	 employees	 to	 new	 positions	 and	

moving	them	to	places,	such	as	a	new	hub	in	Europe.	This	change	in	strategy	is	a	clear	sign	that	

they	are	well	aware	that	if	they	continue	internationalizing	in	the	pace	they	had	since	2011,	they	

would	not	be	able	to	build	a	sustainable	organization.	

In	many	ways,	 Airbnb	had	 to	 take	 a	 very	 aggressive	 approach	 to	market	 entry,	 an	

approach	 where	 establishing	 a	 presence	 in	 new	 markets	 was	 more	 important	 than	 actually	

building	a	sustainable	organization.	This	again	relates	to	the	literature	by	Chetty	and	Campbell,	as	

they	discovered	how	Born	Global	companies	in	2004	had	a	very	aggressive	approach	to	learning,	

and	simultaneously	they	tolerate	 initial	 failure	better.	With	Airbnb,	and	 in	the	 literature,	we	can	

see	that	Born	Global	companies	aggressively	seek	a	solution	to	problems	instead	of	waiting	to	see	

growthhackers.com	 Figure	11	
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what	will	happen	in	the	marked.	In	doing	so,	they	often	deployed	a	team	of	2-3	employees,	doing	

whatever	it	would	take	to	create	supply.	Handing	out	flyers,	meeting	with	consumers	in	person	to	

turn	them	into	suppliers	and	online	ads	was	all	part	of	their	market	entry	in	some	countries.	Later	

in	the	process,	 they	would	then	return	to	the	markets,	 to	 further	develop	them.	This	aggressive	

approach	is	not	mentioned	anywhere	in	the	existing	Born	Global	literature,	and	is	a	clear	witness	

that	existing	literature	has	its	limitations	when	it	comes	to	this	new	type	of	Born	Global	company.	

Not	only	did	Airbnb	skip	certain	steps	in	their	internationalization,	which	in	relation	to	Born	Global	

companies	 was	 mentioned	 by	 Luostarinen	 and	 Gabrielson	 in	 2006,	 they	 literally	 reversed	 the	

traditional	approach	to	market	entry.	To	quickly	establish	a	global	presence	is	far	more	important	

than	 actually	 building	 a	 sustainable	 organization	 from	 the	 beginning.	 Traditional	 Born	 Global	

literature	would	argue	that	the	Airbnb	approach	to	market	entry	would	create	an	immense	risk	to	

the	entire	organization,	but	we	believe	that	this	is	certainly	not	the	case,	because	if	they	had	not	

internationalized	as	rapidly	as	they	did,	someone	else	would	have	done	it	and	acquired	the	global	

user	 base,	which	 in	 return	would	have	 given	 them	 the	positive	network	 effect	Airbnb	 currently	

flourishes	from.	

	

4.10 Summary  

The	 founders	of	Airbnb	contradict	 the	existing	 literature,	as	 they	had	no	previous	experience	 in	

operating	a	Born	Global	company.	Only	one	of	the	founders,	Nathan,	had	worked	for	a	company	

that	 had	 international	 experience.	 The	 experience	 however	 that	 Nathan	 came	 with,	 can	 be	

considered	as	insufficient	as	he	only	had	this	experience	from	programing.	Airbnb	acquired	their	

international	 experience	 through	 their	 first	 investor	 Paul	 Graham	 and	 by	 aggressively	 seeking	

learning.	The	founders	of	Airbnb	got	their	 idea,	as	many	needed	places	to	stay	for	a	conference.	

The	 idea	 was	 innovative	 and	 created	 new	 possibilities	 within	 a	 stagnated	 hotel	 industry.	 They	

created	 an	 innovative	 product	 that	 could	 not	 be	 considered	 knowledge	 intensive	 which	 is	 a	

contradiction	 to	 the	 literature	 when	 internalizing.	 Airbnb	 created	 a	 flexible	 organization	 with	

teams	of	ten	to	fifteen	people	so	they	could	react	to	changes	 in	different	markets.	They	did	not	

need	 to	create	networks	within	each	market	as	 the	 literature	states	but	 instead	 leveraged	 their	

users’	 interactions	to	get	the	knowledge	needed.	Airbnb	entered	an	industry	that	was	stagnated	

as	the	hotel	 industry	has	changed	very	 little	over	the	last	decades.	Airbnb	introduced	innovative	
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technology	 in	 a	way	 that	 had	 not	 been	 seen	before.	 This	 enabled	 them	 to	 contradict	what	 the	

literature	states	about	that	Born	Global	companies	should	enter	high	growth	market.	Airbnb	had	a	

strategy	 to	 internationalize	 before	 potential	 competitors	 had	 the	 chance	 to	 create	 their	 own	

company.	Airbnb	wanted	to	leverage	their	first	mover	advantage.	The	literature	states	that	Born	

Global	companies	should	internationalize	at	a	slower	pace,	which	is	a	contradiction	to	what	Airbnb	

have	done.	
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5.	Case	Uber:	Disrupting	The	Taxi	Industry	

Having	 just	 done	 a	 case	 study	 of	 Airbnb,	we	will	 in	 the	 following	 explore	 our	 second	 platform-

based	 Born	 Global	 company	 Uber	 in	 depth.	 By	 investigating	 Uber,	 we	 will	 gain	 important	

knowledge	about	a	company	similar	to	Airbnb,	but	in	a	different	industry.	This	we	will	do	to	get	a	

more	 thorough	understanding	 of	 this	 new	 type	of	 company	 in	 general,	 and	 to	 be	 sure	 that	we	

eliminate	any	bias	 that	might	arise	had	we	only	 investigated	one	company.	This	will	 secure	that	

when	answering	our	research	question,	we	are	able	to	analyze	findings	from	different	companies	

and	industries,	which	in	return	means	that	the	answer	to	our	research	question	will	be	more	valid.	

In	order	to	be	able	to	thoroughly	explore	Uber,	we	will	 in	the	following	conduct	a	case	study.	In	

order	to	keep	a	consistent	structure	throughout	this	master	thesis,	the	Uber	case	study	will	also	be	

structured	with	foundation	 in	our	findings	of	the	six	parameters	 in	the	 literature	review.	The	six	

parameters	are;	 the	 founders,	 the	product,	 the	organization,	 the	environment,	 the	strategy	and	

lastly	 their	 approach	 to	market	 entry.	 This	 consistency	 in	 our	 approach	 to	 the	 case	 study,	 will	

ensure	that	we	will	research	the	same	areas	of	each	company,	which	is	very	important	when	we	

later	in	this	master	thesis	will	make	a	cross	analysis	of	Airbnb	and	Uber	in	relation	to	the	literature.	

	

5.1	History	of	Uber	

During	 the	winter	 of	 2008,	 Travis	 Kalanick	 and	 Garret	 Camp	 found	 themselves	 in	 Paris.	 Having	

previously	 started	 and	 sold	 successful	 companies	 such	 as	 StumbleUpon	 and	 Red	 Swoosh,	 they	

were	enjoying	 their	 time	off.	 Listening	 to	 some	good	music	and	having	drinks	until	5am,	 like	all	

real	entrepreneurs	they	were	brainstorming	ideas	on	what	would	be	next.	Garret	had	an	idea,	he	

wanted	to	solve	the	taxi	problem	in	San	Francisco.	

	

“I	 think	 his	 original	 pitch	 had	me	and	him	 splitting	 costs	 of	 a	 driver,	 a	Mercedes	 S	 Class,	 and	a	

parking	 spot	 in	 a	 garage,	 so	 that	 I	 could	 use	 an	 iPhone	 app	 to	 get	 around	 San	 Francisco	 on-

demand”	

- Travis	Kalanick	on	Garret	Camps	initial	idea	(newsroom.uber.com1)	

	

In	 early	 2009	Garret	 started	working	on	 a	 prototype,	 and	 in	mid	2009	he	 approached	Travis	 to	

persuade	him	 to	get	more	 involved,	 since	Garret	himself	had	 spun	out	StumbleUpon	so	he	was	
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once	 again	 the	CEO	and	 very	 busy.	 Travis	was	 at	 this	 point	 in	 time	not	 ready	 to	work	 full	 time	

again,	as	he	had	spent	the	previous	ten	years	with	intense	work	as	an	entrepreneur,	but	he	agreed	

to	 join	 as	 Ubers	 Chief	 Incubator,	 responsible	 for	 seeing	 Uber	 through	 its	 San	 Francisco	 launch.	

With	 the	help	 from	Garrets	 friend	 from	grad	 school,	Oscar	Salazar	a	prototype	was	built	 and	 in	

January	 2010	 they	 did	 the	 first	 test	 run.	 By	 this	 time,	 they	 also	 started	 looking	 for	 a	 General	

Manager	to	run	the	business.	Ryan	Graves	working	at	GE	was	the	guy	they	brought	on	as	General	

Manager,	and	it	proved	to	be	a	wise	choice.	Ryan	started	on	March	1st,	and	in	the	words	of	Travis,	

he	“hit	the	ground	running”.	They	started	going	over	the	product,	prices,	driver	onboarding	and	in	

general	everything	related	to	business,	and	on	May	31st	2010,	they	officially	launched	the	service	

in	San	Francisco,	under	the	name	UberCap.	

Shortly	 after	 having	 launched	 its	 service,	 on	October	 20th	 2010	UberCap	 received	 a	 “Cease	 and	

Desist”	letter	from	the	San	Francisco	Metro	Transit	Authority	&	the	Public	Utilities	Commission	of	

California	(techcrunch.com5),	for	breaking	taxi	laws,	which	if	not	followed	would	include	penalties	

of	up	to	$5000	per	instance	of	UberCaps	operations.	UberCap	quickly	decided	to	change	its	name	

to	Uber,	and	on	October	24st	they	made	a	public	statement	on	their	blog:	

	

“UberCab	Inc.	has	been	issued	a	cease	and	desist	order	from	the	SF	Metro	Transit	Authority	&	the	

Public	Utilities	Commission	of	California.	While	we	are	 looking	 into	 the	 issues	 raised,	we	believe	

that	the	service	we	offer	is	in	compliance	with	the	cited	regulations.	

UberCab	is	a	first	to	market,	cutting	edge	transportation	technology	and	it	must	be	recognized	that	

the	 regulations	 from	 both	 city	 and	 state	 regulatory	 bodies	 have	 not	 been	 written	 with	 these	

innovations	 in	mind.	 As	 such,	 we	 are	 happy	 to	 help	 educate	 the	 regulatory	 bodies	 on	 this	 new	

generation	of	technology	and	work	closely	with	both	agencies	to	ensure	compliance	and	keep	our	

service	available	for	our	truly	Uber	users	and	their	drivers.	

Our	commitment	is	to	facilitate	an	improved	transportation	option	that	provides	safe,	reliable,	and	

convenient	 travel.	 That	 will	 not	 change.	We	will	 continue	 full	 speed	 ahead	with	 the	mission	 of	

making	San	Francisco	city	a	great	place	to	live	and	travel.”		

- (newsroom.com)	
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Prior	 to	 the	 Cease	 and	Desist	 letter,	 the	 San	 Fransisco	 taxi	 industry	 had	 since	 September	 been	

talking	 about	 whether	 or	 not	 UberCap	 was	 legal.	 Despite	 this,	 and	 all	 the	 signs	 saying	 that	

UberCap	 would	 meet	 governmental	 resistance,	 they	 closed	 a	 $1,25million	 angel	 investment	

enabling	 them	 to	 grow	 and	 continue	 operations.	 After	 the	 launch,	 things	 really	 kicked	 off	 and	

already	 in	 February	 2011	 they	 went	 through	 their	 first	 Series	 A	 funding,	 raising	 a	 total	 of	

$11million	 at	 a	 $60million	 valuation.	 Since	 the	 beginning,	 15	 funding	 rounds	 have	 taken	 place,	

with	Uber	raising	a	total	of	$9,01billion	from	53	investors	in	14	rounds,	and	a	current	valuation	of	

at	least	$50billion	(crunchbase.com2)	

	

																																																					

	

	

	

	

	

	

	

																								

	 	 	(gulfelitemag.com)	

	

5.2	What	is	Uber	

Uber	 is	a	 two	sided	peer	 to	peer	platform,	where	supply	meets	demand	for	 transportation.	The	

marketplace	 enables	 private	 individuals	 to	 register	 as	 an	Uber	 driver,	 enabling	 them	 to	 pick	 up	

users	and	drive	them	to	their	destination	in	the	drivers	own	cars	for	a	fee	set	by	Uber,	very	similar	

to	the	core	operations	of	the	taxi	industry.	Simultaneously,	users	are	able	to	sign	up	as	consumers,	

and	through	an	app	book	an	Uber	driver	to	pick	them	up	and	take	them	to	any	destination.	Uber	

facilitates	the	interaction	between	supply	and	demand,	and	in	return	they	take	a	transaction	fee	

of	up	to	30%,	charged	to	the	driver,	for	processing	this	interaction	and	payment	(forbes.com).		

	

Figure	12	
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5.3	Uber	Business	Model	

Just	like	AirBnB,	Uber	is	based	on	a	platform	business	model,	enabling	them	to	simply	facilitate	the	

interaction	 between	 its	 peers	 that	 is	 drivers	 on	 the	 supply	 side	 and	 consumers	 on	 the	 demand	

side.	This	 type	of	business	model	enables	Uber	 to	manage	and	build	a	network	of	 thousands	of	

peers,	 without	 having	 to	 hire	 an	 immense	 amount	 of	 employees	 to	 grow	 their	 business.	 The	

platform	 is	built	on	a	 Freemium	model,	meaning	 that	 simply	 signing	up	on	either	 the	 supply	or	

demand	side	does	not	cost	anything.	This	enables	Uber	to	onboard	users	faster	than	if	there	had	

been	any	upfront	costs,	which	in	return	improves	the	service	of	the	platform	a	lot.	The	fact	that	

Uber	has	built	a	platform	where	supply	and	demand	meets,	enables	them	to	scale	at	a	pace	which	

existing	non-tech	 companies	 are	not	 capable	of	 following.	 Existing	 companies	 need	 to	buy	new	

cars	and	hire	new	drivers	if	they	want	to	increase	their	supply,	a	problem	Uber	will	never	face	as	

they	 leverage	 the	 existing	 amount	 of	 private	 cars,	 combined	 with	 a	 possibility	 for	 private	

individuals	to	earn	an	extra	income.	

	

5.4	Founders	

"If	you	looked	at	everything	he’s	done,"	says	a	friend,	"I	don’t	think	there	was	another	human	who	

was	more	destined	to	build	Uber."	

- A	friend	to	Travis	Kalanick.	(astcompany.com)	

	

As	founder	are	the	ones	that	start	a	company	and	the	ones	with	the	idea	they	must	be	regarded	as	

one	of	the	most	importance	aspects	of	a	company.	As	the	quote	above	proves,	the	mind-set	and	

determination	to	wanting	to	succeed	with	their	idea	is	central	in	becoming	an	entrepreneur.		

5.4.1	Travis	Kalanick	

He	was	born	on	august	6,	1976	in	Los	Angeles,	California.	He	lived	in	Northridge,	California	were	

he	graduated	from	Granada	Hills	High	School.	He	later	on	enrolled	at	the	University	of	California	in	

Los	Angeles	were	he	 studied	 computer	 engineering.	 Travis	 had	partnered	up	with	Vince	Busam	

and	Michael	 Todd	 while	 enrolled	 at	 the	 university	 of	 California.	 They	 all	 later	 dropped	 out	 of	

university	to	pursue	their	dream	of	creating	a	company	together.	They	developed	a	peer-to-peer	

multimedia	 search	 engine,	 Scour.	 Their	 search	 engine	 allowed	users	 around	 the	world	 to	 share	

and	download	files	from	its	peers.		Scour	was	later	on	sued	and	Travis	Kalanick	left	the	company	
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and	 filed	 for	 bankruptcy	 (businessinsider.com).	 Travis	went	 on	 to	 create	 a	 new	 file-sharing	 site	

called	RedSwoosh.	RedSwoosh	was	intended	as	a	response	to	the	lawsuit	against	Scour.	Instead	of	

enabling	 users	 to	 share	 files	 surpassing	 the	 multimedia	 industry,	 it	 made	 the	 multimedia	

companies	 its	clients,	enabling	them	to	support,	manage	and	distribute	media	files	between	the	

RedSwoosh	peers	(crunchbase.com3).	After	many	years	of	struggling	Red	Swoosh	was	sold	for	$23	

million	(allthingsd.com).	Travis	made	$19	million	on	the	deal	(successstory.com)	 in	2007.	In	2009	

Travis	met	Uber	co	founder	Garrett	Camp	in	Paris	at	the	LeWeb	International	Internet	Conference	

where	they	were	waiting	for	a	cab.	Travis	Kalanick	is	clearly	an	entrepreneur	by	heart,	he	has	tried	

to	build	 several	Born	Global	 companies	 from	scratch,	he	has	 failed	and	he	has	 succeeded.	 That	

experience	is	something	that	is	worth	more	than	anyone	can	imagine,	and	according	to	literature	

he	is	the	perfect	example	of	a	founder	that	facilitates	early	internationalization.	In	1996,	Knight	&	

Cavusgil	 found	 that	 Born	 Global	 companies	 were	 often	 technology	 oriented	 companies	 where	

management	had	a	vision	and	strategy	to	become	an	 international	venture.	As	 for	Travis,	 this	 is	

very	true,	not	only	had	he	prior	to	Uber	founded	two	international	companies,	both	of	them	were	

based	on	a	platform	business	model	connecting	its	peers.	

Besides	being	CEO	for	Uber	Travis	spends	a	lot	of	time	speaking	at	conferences	and	

business	events	on	how	Uber	started	and	his	past	experiences	with	Scour	and	Red	Swoosh.	He	is	

passionate	about	talking	on	the	legal	issues	Uber	face	around	the	world	on	Taxi	regulations,	which	

in	 relation	 to	 the	 literature	 tells	 us	 that	 he	 has	 a	 clear	 vision	 to	 solve	 the	 problems	 of	

transportation	around	the	world.	

	

	5.4.2	Garrett	Camp	

He	was	born	on	October	4,	1978	in	Alberta,	Canada.	His	parents	had	started	a	design	and	building	

team	that	built	houses.	Garrett	at	a	young	age	understood	what	it	meant	to	be	an	entrepreneur.		

After	finishing	his	school	years	Garrett	enrolled	at	the	University	of	Calgary	in	1996	for	a	degree	in	

electrical	engineering.	After	finishing	his	junior	year	Garrett	moved	to	Montreal	for	an	internship	

at	Nortel	 Networks.	 Here	 he	worked	 on	 speech	 recognition	 technology.	 He	 also	 participated	 in	

courses	at	Concordia	University.	After	finishing	his	internship	Garrett	returned	in	2000	to	Calgary	

to	 finish	 his	 degree.	 He	 enrolled	 at	 his	 Masters	 in	 Software	 Engineering	 and	 researched	

collaborative	systems,	evolutionary	algorithms	and	information	retrieval.	
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While	Garrett	was	still	enrolled	at	university	he	along	with	three	friends	decided	they	

wanted	 to	 create	 their	 own	 business	 (thefamouspeople.com).	 They	 created	 StumbleUpon	

(crunchbase.com4)	in	2002,	which	was	a	discovery	engine.	StumbleUpon	was	designed	to	find	sites	

more	 targeted	 to	 the	 searchers	 interests.	 StumbleUpon	 became	 very	 popular	 and	 in	 2007	 the	

founders	sold	to	Ebay	for	$75	million.	The	founders	bought	back	StumbleUpon	back	in	2009	and	it	

is	now	driven	as	an	independent	start-up	again.	As	with	Travis,	Garret	was	an	experienced	founder	

already	 before	 starting	 Uber.	 In	 2005	 Rialp,	 Rialp	 &	 Knight	 explained	 how	 internationally	

experienced	 founders	 supported	 early	 internationalization,	 simply	 because	 their	 experience	

provides	a	solid	orientation	in	the	markets	and	thereby	a	strong	customer	oriented	focus,	as	well	

as	a	focus	on	threats	and	opportunities	in	various	markets.	

5.4.3	Founding	Employees		

Oscar	was	 regarded	as	one	of	 the	co	 founders	 in	 the	early	years.	Documentation	by	Uber	 state	

that	he	was	a	co	founder	but	this	has	later	been	disputed.		Oscar	and	Garrett	had	attended	school	

together	and	had	created	 the	 first	prototype	with	another	 school	 friend,	Conrad	Whelan.	Oscar	

left	Uber	soon	after	their	launch	on	good	terms.		Oscar	is	now	employed	as	a	technology	officer	at	

Ride,	which	is	within	the	same	industry.		

Austin	started	as	an	intern	in	2010	and	was	employee	number	4.	She	started	out	not	

having	a	specific	 job	title	and	helped	in	handing	out	flyers.	She	is	now	Head	of	Global	Expansion	

and	Head	of	Process.	She	has	been	head	of	spreading	Uber	over	300	markets	and	56	countries.		

	 Uber	employed	Ryan	after	he	sent	a	Tweet	to	Travis	Kalanick,	telling	Travis	to	email	

him.	Ryan	was	for	a	short	period	employed	as	CEO	for	Uber	before	giving	up	the	position	as	CEO	to	

Travis	Kalanick.	Ryan	is	now	employed	as	Head	of	Global	Operations.		

	
Figure	13	

(webs.com)	

(Travis	Kalanicks	tweet,	and	Ryan	Graves	reply)		
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5.5	The	Product	

Uber	created	a	product	within	an	industry	that	many	considers	as	disruptive	towards	the	existing	

industry.	 Uber	 has	 created	 a	 product	 that	 in	many	ways	 enables	 the	 offering	 of	 a	 service	 very	

similar	to	the	service	taxis	offer	but	at	the	same	time	they	have	differentiated	themselves	so	their	

product	does	not	go	under	the	same	restrictions	and	regulations	that	control	the	taxi	industry.	The	

Uber	 product,	 a	 platform	 for	 supply	 and	 demand	 to	meet,	 is	 a	 very	 innovative	way	 of	 utilizing	

technology	 in	 an	 industry	 that	 has	 seen	 no	 real	 technological	 innovation.	 As	 mentioned	 by	

McKinsey	consultant	Michael	Rennie	in	1993,	he	found	that	companies	with	innovative	technology	

proved	to	be	very	competitive	against	existing	competitors.	

Uber	started	up	with	one	product	type	where	drivers	transported	users	from	A	to	B.	

Uber	has	expanded	their	product	line	to	offering	UberX,	UberBlack,	Uber	Taxi,	UberCHOPPER	and	

Uber	Eats	(ubereats.com).	It	varies	from	city	to	city	witch	products	are	available.		Some	products	

like	 UberCHOPPER	 are	 limited	 to	 very	 few	 locations	 and	 are	 as	much	 a	 PR	 stunt	 as	 they	 are	 a	

product	 offering	 (newsroom.com3).	 The	 core	 business	 of	Uber	 is	 currently	 the	 service	 that	 is	 in	

conflict	with	the	taxi	industry,	i.e.	the	transportation	of	users	from	A	to	B.	

As	Uber	created	their	business	four	fundamental	factors	played	a	determining	rule	in	

shaping	the	value	of	their	product	(Choudary	2015):	

- Value	creation	

- Value	consumption	

- Quality	control	

- Scaling	value	creation	

For	Uber	to	be	able	to	compete	with	competitors	they	have	had	to	use	these	four	factors	to	build	

their	 product.	 By	 doing	 so	 Uber	 have	 created	 a	 two-sided	 platform	 product	 that	 offers	 an	

alternative	 to	 traditional	 transportation	 at	 a	 cheaper	 price,	 while	 providing	 income	 from	 the	

beginning	for	drivers	and	still	creating	revenue	for	Uber	itself.	

5.5.1	Value	Creation	

Uber	 is	 an	 example	 of	 a	 two-sided	 platform	 that	 exhibits	 strong	 networks	 effects.	 On	 one	 side	

there	is	the	customer	who	is	 looking	for	transportation	from	A	to	B	that	wants	to	pay	a	cheaper	

price	 than	 the	alternative	 taxi.	On	 the	other	side	 there	are	people	wanting	 to	make	some	extra	



	 76	

money	 and	 capitalize	 on	 their	 car	 not	 being	 used.	 Uber	 has	 created	 a	 platform	 that	 combines	

these	 two	 sides.	 The	more	 people	willing	 to	 use	 the	 platform	 the	more	 attractive	 the	 platform	

becomes	 for	 potential	 drivers	 to	 join	 the	 platform	 and	 vice	 versa.	 This	 creates	 a	 positive	 spiral	

effect.		Uber	created	a	platform	that	matched	the	supply	and	demand	side	of	transportation	and	

by	doing	so	create	value	for	all	parties	

	

	

	

	

	

	

	

	

	

	

	

	

Uber	created	a	simple	model	where	Uber	takes	a	cut	of	around	twenty	percent	for	providing	the	

platform	 for	 users	 and	 drivers	 to	 match.	 If	 an	 Uber	 ride	 from	 Copenhagen	 Central	 Station	 to	

Copenhagen	Business	 School	 costs	 150DKK,	Uber	 takes	30DKK	and	 the	 rest	 goes	directly	 to	 the	

driver.		

The	 percentage	 that	 Uber	 normally	 charges	 can	 vary	 from	 fifteen	 to	 twenty-five	

percent	depending	on	service	and	time	of	day.	At	some	point	Uber	even	tested	a	thirty	percent	

cut.		Uber	changes	the	percentage	to	create	incentive	in	rush	hours	for	more	drivers	to	offer	rides.	

Uber	 uses	 price	 discrimination	 in	 two	ways,	 both	 to	 attract	 supply	 and	 demand.	 First	 is	 on	 the	

service	 that	 is	offered.	Uber	has	different	price	 stages	 so	users	 that	are	willing	 to	pay	more	 for	

better	service	and	better	cars	have	the	possibility	to	do	so.		This	allows	Uber	to	offer	rides	to	users	

from	 a	 wide	 willingness-to-pay	 spectrum.	 The	 second	way	 is	 by	 using	 a	 “surge-pricing”	model,	

were	 the	 price	 fluctuates	 depending	 on	 supply	 and	 demand	 (uberestimator.com).	 When	 Uber	

Figure	14	
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increases	 the	 prices	 at	 rush	 hours	 when	 demand	 is	 high,	more	 drivers	 will	 try	 to	 leverage	 the	

chance	to	earn	more	per	ride,	hence	supply	will	increase	to	match	the	demand.	

Uber	uses	price	discrimination	to	match	the	supply	and	demand	so	there	will	always	

be	an	available	ride	in	the	vicinity.	In	2005	Rialp,	Rialp	and	Knight	found	that	a	factor	necessary	for	

sustainable	 international	new	ventures	was	unique	resources.	 In	 relation	 to	Uber,	 this	 is	exactly	

the	 scenario.	 Despite	 the	 fact	 that	 Uber	 and	 the	 traditional	 taxi	 industry	 from	 an	 overview	

perspective	solve	the	same	problem,	Uber	possesses	an	array	of	unique	resources	in	the	shape	of	

its	 drivers.	 They	 solve	 the	 same	 problem,	 but	 the	 way	 they	 do	 it	 differs	 significantly	 from	

traditional	taxis.	

5.5.2	Value	Consumption	

Uber	 has	 created	 a	 product	 that	 revolutionized	 a	 stagnated	 industry.	 It	 had	 been	 regarded	 as	

custom	that	transportation	possibilities	were	public	transit	of	taxis.	For	getting	a	taxi	there	was	the	

option	of	calling	an	operator	that	would	then	dispatch	a	taxi	or	standing	next	to	the	road	trying	to	

attract	the	attention	of	a	passing	available	taxi.	

Uber	had	created	a	product	that	was	not	based	on	the	traditional	options.	Uber	had	

to	 change	 the	 perception	 of	 users	 and	 their	 understanding	 of	 acquiring	 a	 ride.	 It	was	 not	 seen	

before	 that	 users	 could	 use	 an	 app	 to	 order	 a	 ride	 and	 see	were	 the	 ride	was	 and	how	 long	 it	

would	take	before	the	ride	would	arrive.	Uber	had	to	offer	the	user	something	that	could	change	

this	 perception	 and	 make	 them	 change	 and	 use	 Uber.	 Uber	 could	 offer	 a	 lower	 price	 than	

traditional	 taxis	 and	 thereby	 created	 the	 foundation	 for	 users	 changing	 their	 perceptions.	 This	

change	 in	perception	would	 start	 from	a	 small	 group	of	people	 to	a	 larger	 amount	by	word-of-

mouth.	Uber	allows	users	to	rate	their	drivers	so	users	can	choose	and	feel	safe	about	the	choice	

of	 using	 Uber.	 Integrating	 opportunities	 like	 rating	 helps	 in	 the	 process	 of	 changing	 users	

perception	by	having	the	ability	to	see	other	users	ratings.	

5.5.3	Quality	Control		

For	 Uber	 to	 ensure	 a	 high	 standard	 in	 quality,	 one	 aspect	 that	 stands	 out	 is	 how	 to	 ensure	

passenger	 and	 drivers	 safety	 during	 transportation.	 This	 can	 alto	 be	 linked	 back	 to	 changing	

passengers	 perception.	 To	 guarantee	 passenger	 safety	 Uber	 have	 initiated	 features	 to	 help	

guarantee	the	passenger	safety	and	help	in	feeling	secure	during	a	trip.	
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Uber	 have	 initiated	 different	 features	 for	 before,	 during	 and	 after	 a	 trip	 that	will	 help	 towards	

ensuring	the	safety	of	passenger.	

Before	 the	 ride	starts	 the	Uber	app	automatically	 finds	out	 the	 location	via	GPS	so	

the	passenger	can	follow	the	location	of	the	driver.	This	ensures	that	the	passenger	does	not	need	

to	be	in	an	unpleasant	location	until	the	driver	arrives.	A	match	is	made	with	the	closest	available	

driver	anonymously	to	insure	no	discrimination	on	race,	sex	or	the	trips	distance.	Finally	when	a	

driver	has	been	booked	the	drivers	name,	license	plate,	photo	and	rating	will	de	revealed	so	that	

the	user	beforehand	can	see	who	the	driver	is,	so	that	the	user	can	go	to	the	right	driver.		

Once	a	driver	has	picked	up	a	user,	 the	user	can	 in	some	countries	share	 their	 trip	and	thereby	

their	estimated	 time	of	arrival	and	 route	 to	 friends	and	 family.	That	way	 family	and	 friends	can	

keep	track	of	where	the	car	goes.	As	a	trip	ends,	the	payment	will	happen	via	the	app,	and	since	

the	 route	was	 chosen	by	 the	GPS,	 the	 driver	 and	user	 cannot	 discuss	 prices	 and	 the	 prices	 are	

always	calculated	by	the	same	standards.		

	

"I	work	until	late	at	night,	and	with	Uber,	I	feel	more	confident	because	I	know	I	do	not	have	to	go	

and	wait	outside	and	hope	that	I	can	hail	a	ride."		

- Brittany,	passenger	from	Portland.	(Uber.com1)	

	

When	the	trip	ends	a	user	has	the	opportunity	of	rating	a	driver	anonymously	so	the	driver	cannot	

see	who	has	given	the	rating.	Uber	go	through	every	bad	rating	to	ensure	that	drivers	 live	up	to	

the	reputation	that	Uber	desires.	An	Uber	support	team	is	available	for	answering	questions	that	

users	may	have	about	a	trip,	prices	or	lost	items.	

For	 Uber	 to	 attract	 drivers	 they	 have	 had	 to	 ensure	 a	 safe	 environment	 for	 their	

drivers	and	for	them	to	have	opportunities	to	evaluate	their	customers.	

Before	 a	 trip	 all	 users	 have	 to	 create	 an	 account	 where	 they	 have	 to	 provide	 a	

telephone	number	and	payment	 information	 to	order	a	 ride.	This	ensures	drivers	 that	payment	

will	 take	 place	 and	 that	 drivers	 can	 contact	 users.	 Uber	 uses	 technology	 that	 allows	 users	 and	

driver	to	contact	each	other	but	without	disclosing	sensitive	data.	

When	 the	 trip	 has	 started,	 since	 the	 passenger	 has	 typed	 in	 the	 destination	 of	 the	 trip	 when	

ordering	the	Uber,	directions	will	automatically	show	in	the	app,	so	the	driver	can	focus	on	getting	
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there	safely.	All	GPS	data	is	saved	from	every	trip	so	Uber	can	follow	the	whereabouts	of	drivers	

but	also	to	encourage	safe	and	responsible	driving.	

After	a	trip,	drivers	can	rate	their	customers	so	that	bad	users	can	be	denied	access	

to	the	Uber	app.		This	ensures	that	users	behave	responsibly	when	using	an	Uber	ride.		

	

"I	 like	the	two-way	evaluation	system.	It	provides	ultimate	responsibility	and	is	a	good	safeguard	

for	both	drivers	and	passengers"		

Glen,	driver	from	Ottawa.	(uber.com2)	

5.5.4	Scaling	Value	Creation	

As	Uber	is	operating	on	a	platform-based	business	model,	this	enables	them	to	scale	their	business	

at	incredible	speed.	The	reason	for	this	is	that	they	do	not	have	the	same	linear	costs	to	scale	that	

the	traditional	taxi	companies	face.	In	order	for	Uber	to	scale,	they	utilize	the	existing	cars	in	cities,	

and	enable	private	individuals	to	earn	some	extra	money,	or	even	make	a	living	for	themselves.	If	

a	traditional	taxi	company	was	to	scale	at	the	same	pace	as	Uber,	they	first	of	all	had	to	be	able	to	

offer	 a	 service	 that	would	differentiate	 them	 significantly	 from	existing	 taxi	 companies	 in	 other	

cities,	but	it	would	also	require	a	huge	upfront	investment	into	cars	and	later	the	maintenance	of	

these.	An	 important	 factor	 that	Uber	has	 succeeded	very	well	 in	doing,	 is	 their	 curation	 system	

where	 users	 and	 drivers	 rate	 each	 other.	 This	 means,	 that	 Uber	 can	 scale	 at	 very	 high	 speed,	

because	the	platform	ecosystem	will	automatically	get	rid	of	bad	supply	or	demand.	This	way	of	

running	 a	 platform	 that	 curates	 itself,	 enables	 them	 to	 offer	 some	 unique	 resources	 that	 hold	

value	 all	 around	 the	 world.	 As	 mentioned	 about	 unique	 resources	 by	 Oviatt	 &	 McDougall	 in	

relation	 to	 Born	 Global	 companies	 back	 in	 1994,	 these	 unique	 resources	 that	 Uber	 possesses	

compared	to	the	traditional	 taxi	 industry,	are	what	have	secured	them	a	competitive	advantage	

over	 the	 traditional	 taxi	 industry	 in	 cities	 all	 around	 the	 world.	 Since	 Uber	 has	 developed	 a	

platform	 that	 solves	 a	 lot	 of	 the	 communication	 problems	 that	 the	 traditional	 taxi	 industry	 is	

facing,	they	obviously	have	a	product	which	is	a	tangible	resource.	But	the	interesting	thing	with	

Uber	and	the	way	their	product	can	be	scaled,	is	that	they	do	not	require	production	facilities	or	

strategic	partnerships	around	the	world	in	order	to	launch	operations.	The	users	are	an	intangible	

and	valuable	 resource	once	on-board,	and	 the	 internet	and	 the	platform	they	have	built	enable	

them	 to	 scale	across	borders,	 at	potentially	 zero	 to	 little	 cost.	 In	2003,	McNaughton	 found	 in	a	
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survey,	that	most	companies	with	a	knowledge	intensive	product	would	internationalize	to	several	

countries	 early	 on,	 especially	 if	 their	 home	market	 is	 small.	 The	 product	 of	 Uber,	meaning	 the	

platform	itself	 is	not	really	knowledge	intensive,	rather	is	 it	very	easy	to	copy	and	build	a	similar	

platform,	 which	 has	 already	 been	 done	 by	 several	 new	 companies.	 There	 are	 obviously	 some	

limitations	in	the	literature,	as	it	is	very	focused	towards	a	traditional	product,	and	thereby	does	

not	take	a	platform-based	sharing	economy	like	Uber	into	account.		

	

5.6.	The	Organization	

Ubers	organizational	 structure	 is	hard	 to	categorize	because	 it	 is	 like	no	other.	Uber	 is	a	 typical	

Silicon	Valley	technology	start-up	company.	The	big	difference	from	most	Silicon	Valley	companies	

is	that	most	of	their	employees	are	distributed	all	around	the	world	in	different	cities.		In	cities	like	

New	 York,	 Los	 Angeles	 and	 London	 where	 Uber	 has	 employees,	 they	 have	 small	 self-driven	

subdivisions	with	no	more	than	a	few	dozen	employees.	In	other	smaller	cities	the	Uber	teams	are	

no	 more	 than	 a	 few	 people	 that	 act	 like	 small	 start-ups.	 In	 other	 words,	 Uber	 have	 some	

organisational	guidelines	but	 in	the	big	picture	cities	are	self-driven	and	are	 left	with	the	overall	

responsibility	of	the	city.	This	way	of	structuring	the	company	brings	a	 lot	of	flexibility	 into	each	

market,	 which	 is	 mentioned	 in	 the	 literature	 by	 scholars	 such	 as	 Michael	 Rennie	 in	 1993	 and	

Ganitsky	in	1989,	as	a	very	important	strength	for	Born	Global	companies.	A	second	factor	which	is	

very	 important	 to	notice	 in	 the	way	 that	Uber	had	chosen	 to	 structure	 their	operations,	 is	how	

they	proactively	seek	foreign	business	opportunities	by	having	teams	in	each	market	they	operate	

in.	 This	 enables	 them	 to	 acquire	 knowledge	 on	 a	 whole	 different	 level,	 compared	 to	 more	

traditional	companies	that	according	to	Zhou	in	2007,	tend	to	accumulate	knowledge	slowly	and	

stepwise	over	time.	

5.6.1	Culture	

Uber	has	been	one	of	the	fastest	growing	companies	of	all	times	and	now	operates	in	hundreds	of	

cities	 worldwide.	 Uber	 has	 faced	 obstacles	 and	 competition	 in	 almost	 every	 city	 they	 have	

launched	 in.	One	of	 the	key	factors	to	this	success	 is	 their	culture.	 	At	a	conference	 in	2015	the	

Global	 Head	 of	 People	 and	 Places,	 Renee	 Atwood	 said	 that	 Ubers	 success	 came	 down	 to	 their	

culture.	
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“We	needed	the	best	people,	and	getting	our	culture	right	is	a	big	part	of	that”		

- Renee	Atwood,	Global	Head	of	People	and	Places	(youtube.com2)	

	

Renee	explained	that	Ubers	culture	was	based	on	three	core	values:	

1. Be	an	owner,	not	a	renter	

2. Take	big	bold	bets	

3. The	best	idea	wins		

Be	an	owner,	not	a	renter	refers	to	that	Uber	want	their	employees	to	see	themselves	as	owners	

of	Uber	and	show	that	they	care	for	Uber.	

	

“Uber	doesn’t	want	its	employees	to	see	their	job	as	a	place	where	they	can	put	in	their	forty	hours	

and	 collect	 a	 paycheck.	 They	 want	 people	 who	 legitimately	 care	 about	 Uber,	 who	 will	 act	 as	

owners	of	the	company,	not	people	who	are	just	renting	there	for	a	bit.”		

- Renee	Atwood	(youtube.com2)	

	

As	Uber	have	many	small	 launchers	(team	of	employees	that	 launch	a	city)	all	over	the	world	 in	

different	cities	it	is	important	for	them	that	their	launchers	see	themselves	as	part	of	Uber	and	not	

an	employee	who	works	40	hours	a	week	and	gets	a	paycheck.	They	have	to	be	wiling	to	put	in	the	

hours	that	are	necessary	and	work	for	Uber	as	 if	 it	was	their	own	company.	We	have	previously	

mentioned	 the	 importance	 of	 being	 flexible,	 which	 was	 mentioned	 by	 Michael	 Rennie	 and	

Ganitsky	in	the	early	days	of	the	Born	Global	literature.	In	2005,	Rialp	et	al.	joined	the	discussion	

and	argued	 that	being	 flexible	enabled	 them	to	quickly	adabt	and	exploit	market	opportunities,	

which	 is	 in	 line	 with	 Uber	 having	 local	 operation	 teams	 all	 around	 the	 world.	 This	 way	 of	

structuring	 the	 company,	 enables	Uber	 in	 each	market,	 to	exploit	 opportunities	 at	 local	 events,	

festivals	and	so	on.	It	is	also	interesting	to	note	that	Rialp	et	al.	also	explained	how	internationally	

experienced	founders	have	a	clear	orientation	of	how	to	structure	a	company	to	get	the	most	out	

of	all	employees	and	markets.	So	when	now	looking	at	the	organizational	structure	of	Uber,	 it	 is	

most	likely	that	Travis	Kalanick	has	had	a	great	impact	on	it.		

Take	big	bold	bets	 is	about	not	being	afraid	of	pushing	the	 limits.	Uber	 itself	was	a	

bold	 idea	 that	 paid	 off.	 Uber	 wants	 its	 employees	 to	 do	 the	 same.	 Uber	 needs	 to	 keep	 being	
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innovative	 to	 beat	 their	 opponents.	 	 This	 is	 a	 typical	 point	 that	 is	 mentioned	 throughout	 the	

literature,	 as	 a	 Born	 Global	 companies	 perception	 of	 risk.	 Zhou	 mentioned	 in	 2007,	 the	 low	

perception	of	risk	as	one	of	three	factors	that	are	very	common	for	a	Born	Global	company.	It	 is	

however	very	interesting	to	see	how	not	only	the	founders	of	Uber	have	a	low	perception	of	risk,	

but	it	is	actually	emphasized	as	an	important	part	of	the	culture	to	dare	to	be	different.	

	

“If	you	aren’t	taking	big	risks,	if	you	aren’t	looking	for	the	next	big	thing,	you	will	be	disrupted.”		

- Renee	Atwood	(youtube.com2)	

	

In	 the	Paris	department	 they	 took	a	bold	 step.	 They	needed	more	drivers	 to	meet	 the	demand	

within	Paris.	They	created	a	video	that	was	sent	out	to	one	million	French	people	who	had	at	one	

time	used	Uber.	The	plan	was	to	create	a	funny	video	that	would	help	get	new	drivers	for	Uber	

Paris,	creating	a	buzz	surrounding	Uber	and	creating	a	ripple	effect	to	other	potential	drivers.	The	

bold	move	worked	and	shortly	after	thousands	of	new	drivers	signed	up	(youtube.com3).	

Finally,	the	best	 idea	wins,	builds	on	the	same	principles	as	take	big	bold	bets.	Uber	emphasizes	

that	the	idea	is	more	important	than	the	person.	It	means	that	Uber	encourages	employees	from	

all	 levels	 to	 speak	 up	 and	 present	 their	 ideas	 for	 new	 innovation.	 Uber	 proved	 this	 when	 a	

recruiter	suggested	to	conduct	interviews	during	Uber	rides.	Ubers	top	management	thought	the	

idea	was	great	and	so	 it	was	put	 it	 into	action.	The	 idea	was	a	great	success	and	created	a	buzz	

that	generated	interest	and	new	users.	This	way	of	supporting	all	employees	to	bring	up	ideas,	and	

not	 care	 about	 who	 brings	 up	 the	 idea,	 is	 a	 great	 way	 to	 facilitate	 innovation.	 Continuous	

innovation	 is	 needed	 when	 disrupting	 an	 existing	 industry	 like	 the	 taxi	 industry.	 The	 Uber	

approach	 to	 innovation	 aligns	 perfectly	 with	 parts	 of	 the	 literature,	 that	 tells	 how	 important	

innovation	 is	 to	 a	Born	Global	 company.	 In	 2007,	 Zhou	 identified	 three	dimensions	 common	 to	

young	 Born	 Global	 companies,	 where	 being	 innovative	 was	 one	 of	 the	 two	 most	 important	

dimensions.	

Many	 ideas	 from	employees	have	been	 tested	with	great	 success,	Uber	have	used	

ideas	as	marketing	stunts	combining	ideas	and	upcoming	events.	One	of	these	ideas	that	was	put	

into	 action,	 was	 when	 Uber	 around	 the	 time	 of	 the	 launch	 of	 Transformers;	 Age	 of	 Extinction	
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(imdb.com)	used	a	copy	of	Optimus	Prime	where	users	could	have	the	chance	of	being	pick	up	in	

an	Optimus	Prime	truck	(newsroom.com4).	

	
Uber;	Optimus	Prime	truck	

Another	example	was	when	Uber	for	Valentine’s	Day	made	it	possible	for	users	to	order	flowers	

and	have	them	delivered	to	anyone	within	the	same	city.	This	option	was	launched	in	15	cities	in	

the	United	States	and	Canada	(newsroom.com5).	

Uber	 have	 made	 many	 stunts	 like	 these	 that	 all	 originated	 from	 ideas	 within	 the	

company.	 Uber	 have	 used	 the	 ideas	 with	 great	 success	 and	 are	 still	 using	 them.	 Uber	 are	

benefiting	on	their	employees	possibilities	of	expressing	ideas	directly	to	the	top	and	not	having	to	

go	through	layers	of	company	bureaucracy	(urbanful.org).		

Uber	 is	 not	 the	 first	 company	 to	 use	 culture	 as	 a	 key	 part	 of	 their	 company.	

Companies	 like	 Google	 and	 Airbnb	 are	 both	 known	 for	 having	 a	 great	 focus	 on	 their	 company	

culture.	

	

“Because	great	companies	aren’t	based	off	of	one	great	 idea	or	a	 few	superstar	 founders.	Great	

companies	 are	 great	 because	 all	 of	 their	 employees,	 from	 the	 CEO	 to	 the	 lowest-level	 hourly	

worker,	have	a	clear	vision	of	what	the	company	values	and	the	confidence	to	try	new	things.”		

- Renee	Atwood	(youtube.com2)	

	

In	2005,	Rialp	and	Rialp	specifically	analyzed	the	 intangible	resources	of	Born	Global	companies,	

and	what	they	found	was	that	human	resources	are	extremely	important.	As	for	Uber,	this	aligns	

with	the	general	organizational	structure	of	Uber,	where	its	employees	and	the	culture	is	in	focus,	

and	every	employee	gets	the	opportunity	to	flourish,	no	matter	what	position	the	employee	holds.	

Figure	15	
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5.7	The	Environment		

When	 it	comes	to	Uber	and	the	environment	 they	operate	 in,	 it	 is	 important	 to	understand	the	

market	and	competition.	Uber	has	disrupted	an	 industry	 that	has	existed	 for	decades	with	very	

little	change	over	the	years.	This	has	created	a	situation	where	traditional	competitors	 like	taxis	

and	limousine	services	have	gone	to	great	lengths	to	stop	Uber.				

5.7.1	Traditional	Taxi	Industry	

The	 transportation	 of	 people	 from	 A	 to	 B	 has	 existed	 since	 1605	 where	 the	 first	 documented	

public	 transport	 took	place	 (Gilbey	et.	 al.	 1903).	 The	 industry	 itself	 has	not	 changed	much.	 The	

industry	 is	 still	 based	 on	 customers	 waiting	 for	 a	 taxi	 to	 coincidentally	 pass	 by	 and	 stop	 or	

customers	calling	a	callcenter	 to	order	a	 ride	to	pick	 them	up	at	a	certain	 location.	 	The	biggest	

changes	 within	 the	 industry	 have	 been	 innovations	 with	 the	 car.	 If	 considering	 New	 York,	 the	

yellow	Cab	has	become	a	part	of	the	city	scene	and	is	synonymous	with	New	York.	The	same	can	

be	seen	 in	London	where	 the	black	 taxi	known	as	 the	Hackney	carriage	 is	 synonymous	with	 the	

London	city	scene.	 	Many	cities	around	the	world	have	special	 taxis	 so	customers	know	when	a	

taxi	is	coming.		

The	 taxi	 industry	 is	 a	 highly	 regulated	 industry	 where	much	 of	 the	 control	 comes	

from	 governments	 and	 city	 regulators.	 	 This	 control	 from	 governments	 and	 city	 regulators	 has	

created	a	situation	where	the	industry	have	had	little	competition	and	thereby	no	urge	to	evolve	

in	order	 to	survive.	This	has	 in	 recent	years	given	way	 for	competitors	 like	Uber	 to	reinvent	 the	

industry	and	create	a	situation	were	existing	competitors	have	a	hard	time	keeping	up.		

The	following	will	give	an	understanding	of	the	taxi	industry	and	the	threats	and	possibilities	from	

internal	and	external	powers.	
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The	 first	 step	 is	 Bargaining	 Power	 of	 Suppliers.	 The	 taxi	 industry	 is	 highly	 regulated	 so	 new	

traditional	taxi	companies	cannot	just	enter	the	market	but	have	to	go	through	a	whole	regulatory	

system	 to	 be	 able	 to	 get	 a	 taxi	 license	 allowing	 them	 to	 run	 taxi	 operations.	 This	 allows	 the	

industry	to	completely	control	the	competition.	

When	it	comes	to	suppliers	they	have	a	lot	of	power	over	the	industry.	In	many	cities	

this	can	be	seen	as	the	choice	of	taxi	 is	the	same	car	model.	The	taxi	 industry	in	many	cities	has	

chosen	to	use	one	car	model	to	make	it	easier	for	the	public	to	spot	a	taxi.	This	can	be	seen	in	New	

York	where	 the	 Yellow	Cab	 can	be	 seen	 all	 over	 the	 city.	 Also	 in	 London	where	 the	 very	 iconic	

black	 taxi	 is	 synonymous	with	 taxis	 in	 London.	 	 In	 cities	 like	 Copenhagen	 there	 is	 not	 a	 chosen	

model	 but	 more	 a	 single	 manufacturer	 that	 dominates,	 because	 taxi	 drivers	 also	 consider	 the	

money	they	can	earn	by	selling	the	car	after	a	certain	amount	of	years	(Cars	to	be	used	as	taxi	can	

be	bought	at	a	 lower	cost	 than	the	same	car	 for	private	use,	and	then	sold	with	a	profit	after	a	

certain	amount	of	years	or	after	a	certain	mileage).	The	fact	that	consumers	in	many	major	cities	

Figure	16	
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are	used	to	 looking	for	a	certain	type	of	car,	gives	the	suppliers	power	over	the	taxi	 industry,	as	

taxis	need	to	buy	a	specific	brand	and	model.	

The	 city	 regulatory	 system	 can	 also	 be	 considered	 as	 being	 suppliers	 as	 they	 have	

control	over	the	amount	of	taxi	permits	and	who	can	drive	taxis.	It	is	common	for	taxi	drivers	to	

have	to	take	an	additional	driving	test	to	be	able	to	become	a	taxi	driver.	In	New	York	the	number	

of	medallions	(taxi	license)	has	not	increased	much	since	the	70s.	The	New	York	regulatory	system	

has	 kept	 a	 cap	on	 the	 amount	of	 taxi	medallions.	 This	 has	 resulted	 in	medallion	prices	over	 $1	

million	 (reuters.com).	 The	 city	 regulatory	 system	has	 absolute	 control	 over	 the	 amount	 of	 taxis	

that	are	allowed	to	drive	on	the	street	and	thereby	have	absolute	control	over	the	industry	within	

the	regulatory	systems	city.		

The	second	step	is	Bargaining	Power	of	Consumers.	When	it	comes	to	the	consumers	

and	their	bargaining	power	over	the	taxis,	it	should	be	assumed	that	the	consumers	would	have	a	

lot	of	power	as	the	service	the	taxi	companies	offer	are	similar	to	each	other.	However,	due	to	the	

taxi	 industry	being	as	regulated	as	it	 is,	with	laws	protecting	it	from	competition,	the	situation	is	

that	all	taxi	companies	more	or	less	offer	the	exact	same	prices,	and	no	price	war	has	ever	taken	

place.	The	regulatory	system	has	full	control	over	the	amount	of	taxis	in	the	streets	and	thereby	

the	supply	so	they	can	keep	the	prices	high.	This	gives	the	consumer	very	little	bargaining	power	

over	the	taxies,	as	they	can	simply	not	just	go	to	a	competitor	and	get	a	better	deal.		

The	 third	 step	 is	 Threat	 of	 new	 entrants.	 As	 stated	 under	 “bargaining	 power	 of	

suppliers”,	 regulatory	 systems	have	 control	 over	 the	amount	of	 taxi	 licenses	 that	 is	 being	 given	

out.	This	makes	it	very	difficult	for	new	entrants	to	enter	the	taxi	scene.			

If	the	regulatory	system	opens	up	and	allows	more	taxis	on	the	streets	and	thereby	

allows	 a	more	 competitive	market	within	 the	 taxi	 industry	 the	 threat	 of	 new	entrants	 could	be	

considered	very	high.	One	of	the	factors	that	contribute	to	keeping	new	competitors	away	from	

the	industry	is	often	the	start-up	costs,	as	acquiring	a	license	allowing	you	to	operate	can	be	very	

expensive	as	we	have	seen	in	New	York.	Simultaneously,	there	is	only	a	certain	amount	of	licenses	

in	each	city,	which	ensures	that	new	companies	can	not	 just	enter	 the	 industry	with	a	bunch	of	

cars	and	drivers,	and	lower	costs	per	trip.	Very	often,	the	case	is	also	that	existing	companies	are	

first	offered	available	licenses.		
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The	 forth	 step	 is	 Threat	 of	 substitutes.	 The	 taxi	 industry	 has	 very	 few	 direct	

competitors	when	considering	the	direct	transportation	from	A	to	B.	when	taking	a	wider	scope	

there	 are	 many	 substitutes	 for	 taxis.	 The	 same	 political	 bodies	 that	 control	 taxi	 licenses	 also	

control	 the	public	 transit	options	within	 their	 city.	 Substitutes	within	public	 transport	 consist	of	

buses,	train	metro,	etc.	It	can	vary	from	city	to	city	how	big	the	focus	is	on	public	transport	from	

the	city	regulatory	system.	In	cities	like	Copenhagen	there	is	a	great	deal	of	focus	on	public	transit	

with	S-trains,	trains,	busses,	the	metro,	rental	bicycles,	among	others.	The	city	regulatory	system	

in	Copenhagen	has	a	great	emphasis	on	always	improving	public	transit	with	expanding	the	metro	

and	creating	bus	lanes	all	over	Copenhagen.		

Private	 transit	 like	 cars,	 motorcycles	 and	 bicycles	 can	 also	 be	 considered	 as	

substitutes	in	the	transportation	from	A	to	B.		They	have	for	many	years	been	the	only	substitute	

for	direct	A	to	B	transportation.		Also	within	private	transport	the	regulatory	systems	within	some	

cities	 construct	 actions	 that	 empower	 transportation	 like	 bicycles.	 Cities	 like	 Copenhagen	 have	

created	specific	bicycle	lanes	through	Copenhagen	and	encourage	the	city	citizens	to	use	bicycles.		

In	 more	 recent	 years,	 we	 have	 seen	 companies	 launching	 operations	 in	 several	 major	 cities,	

offering	 consumers	 the	 opportunity	 to	 basically	 rent	 a	 car	 for	 shorter	 or	 longer	 trips,	 and	 then	

park	it	somewhere	at	your	destination	without	having	to	think	about	picking	it	up	again.	Substitute	

companies	 such	 as	 DriveNow	 (drive-now.com)	 are	 to	 be	 considered	 a	major	 threat	 to	 the	 taxi	

industry,	as	they,	in	Copenhagen	for	instance,	have	400	brand	new	electric	BMW’s	around	the	city	

for	everyone	with	a	drivers	license	to	use	against	a	small	minutes	based	fee.	

It	 can	be	 concluded	 that	 there	are	many	 substitutes,	both	within	 the	public	 sector	

but	also	private	transportations	and	cars	for	sharing.	In	many	cases,	such	as	public	transportation,	

the	 regulatory	 system	plays	 a	 role	 in	 how	 big	 the	 threat	 from	 substitutes	 can	 be	 but	 it	 can	 be	

concluded	that	the	threat	from	substitutes	is	high.		

The	firth	step	is	Rivalry	among	existing	competitors.	When	looking	into	the	rivalry	of	

existing	 competitors	 it	 is	 important	 to	 understand	 the	 product.	 The	 industry	 delivers	 a	 very	

standardized	 product	 that	 created	 a	 situation	 were	 competitors	 are	 hard	 to	 individualize.	 This	

should	create	a	situation	were	the	rivalry	among	existing	competitors	is	very	high.	Within	the	taxi	

industry	this	is	not	the	case.	This	is	due	to	the	fact	that	the	threat	from	new	competitors	is	very	

low	and	regulatory	systems	have	great	control	over	this	area.		The	taxi	industry	has	standardized	
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the	prices	so	that	no	matter	which	company	is	chosen	the	prices	are	the	same.	This	has	created	a	

situation	where	the	taxi	 industry	 for	decades	had	no	threats	 from	new	competitors	and	existing	

competitors	are	not	considered	a	threat	because	of	the	standardized	pricing.			

5.7.2.	Uber	and	the	ridesharing	economy		

The	 traditional	 taxi	 industry	 has	 stagnated	 over	 the	 last	 centauries,	 resulting	 in	 standardized	

service	and	prices	being	completely	negotiated	to	a	level	where	competitors	cannot	be	identified	

on	pricing	strategy.	This	can	be	contributed	 to	 the	 regulatory	systems	 that	control	 the	 industry.	

There	 is	 little	 threat	 from	 competitors	 as	 the	 regulatory	 system	 had	 control	 over	 competitors	

possibility	to	enter	the	industry.	This	has	resulted	in	an	industry	that	has	not	evolved	by	using	the	

technological	 advances	 available	 from	 other	 industries.	 This	 paved	 the	 way	 for	 companies	 like	

Uber	to	use	technological	innovations	to	enter	the	industry	and	bypass	the	regulations	created	by	

the	city	regulatory	systems.	By	rethinking	the	entire	industry,	Uber	have	been	able	to	disrupt	the	

traditional	 taxi	 industry,	and	 in	doing	so,	 they	have	created	a	 similar	 industry	 running	alongside	

the	traditional	taxi	industry.	This	is	also	one	of	the	reasons	why	so	many	cities	are	having	a	hard	

time	 stopping	 their	 presence	 within	 their	 cities,	 because	 the	 world	 has	 never	 seen	 anything	

similar.	

In	the	following,	an	analysis	of	the	market	Uber	operates	within,	will	provide	a	better	

understanding	of	the	industry	Uber	has	created.		
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The	first	step	is	Bargaining	Power	of	Suppliers.	Uber	has	created	a	business	model	where	they	do	

not	own	any	cars	but	instead	depend	entirely	on	their	drivers	owning	vehicles	(forbes.com2).		Uber	

has	chosen	a	business	model	where	they	have	outsourced	their	assets	in	the	form	of	vehicles	and	

labour.	 Uber	 have	 even	 been	 associated	with	 the	 idea	 of	 buying	 self-driving	 cars,	which	would	

exclude	their	biggest	expense	that	is	labour	for	drivers	(reuters.com2).			

Uber	drivers	can	join	Uber	with	no	costs	and	thereby	can	also	leave	Uber	without	any	

expenses	associated	with	it.	This	creates	a	situation	where	drivers	can	switch	to	traditional	taxis	or	

competitors	without	 switching	 costs.	 This	 can	 also	 be	 contributed	 to	 drivers	 owning	 everything	

apart	from	the	app	that	connects	them	with	the	costumer.		

At	 first	 sight,	 it	 appears	 as	 if	 the	 suppliers,	 i.e.	 the	 drivers	 have	 a	 high	 level	 of	

bargaining	 power	 over	 Uber	 because	 Uber	 heavily	 rely	 on	 them.	 However,	 because	 Uber	 is	

benefitting	 from	 a	 positive	 network	 effect,	 the	 highest	 demand	 for	 transportation	 in	 most	

Figure	17	
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countries	 around	 the	 world	 is	 found	 at	 the	 Uber	 platform.	 Combined	 with	 the	 fact,	 that	 Uber	

currently	has	no	problem	at	all	 in	getting	new	drivers,	 it	can	be	concluded	that	suppliers	have	a	

medium	level	of	bargaining	power.		

The	second	step	is	Bargaining	Power	of	Consumers.	Uber	is	reinventing	the	way	we	

as	 persons	 are	 transported	 from	 A	 to	 B	 by	 car.	 In	 doing	 so,	 they	 are	 in	 most	 cities	 the	 only	

company	 to	be	 taken	seriously	 in	offering	 the	service	 that	 they	do.	They	are	a	 lot	cheaper	 than	

traditional	taxis,	which	gives	the	consumers	high	switching	costs	if	they	should	order	a	traditional	

taxi	instead	of	an	Uber.	Simultaneously,	the	consumers	are	not	united	in	any	type	of	unity,	so	they	

have	no	power	as	a	 group.	However,	 in	 those	 cities	where	Uber	 faces	 fierce	direct	 competition	

from	companies	like	Lyft,	the	consumers	have	a	higher	bargaining	power	and	very	low	switching	

costs.	 In	many	cases,	and	as	mentioned	before,	Uber	and	their	direct	competitors	actually	offer	

discounts	and	cheap	rides	to	make	consumers	loyal	customers.		It	can	be	concluded,	that	with	the	

superior	service	offered	by	Uber,	compared	to	the	traditional	industry,	the	consumers	have	a	low	

bargaining	power	in	the	cities	where	there	is	no	alternative	to	Uber.	Whereas	in	the	cities	where	

there	 is	 direct	 competition,	 such	 as	 Lyft,	 the	 consumers	 have	 a	 higher	 bargaining	 power.	 All	

together,	we	conclude	that	consumers	have	a	medium	bargaining	power.		

The	third	step	 is	Threat	of	new	entrants.	Uber	have	 filed	 for	several	patents	 in	 the	

attempt	 to	 protect	 their	 systems	 and	 processes,	 most	 of	 which	 are	 still	 pending	

(patentbuddy.com).	 	With	 the	 patents	 still	 pending,	Uber	 has	 very	 little	 protection	 against	 new	

entrants	using	 the	same	or	 similar	 technology.	Even	 if	Uber	gets	most	of	 the	patents	 they	have	

filed	for,	it	is	close	to	impossible	to	patent	a	platform,	meaning	that	competitors	will	still	be	able	

to	develop	a	similar	platform	and	offer	the	same	service.	Uber	co-founders	started	with	$200,000	

as	 starting	 capital,	 which	 can	 be	 regarded	 as	 low	 for	 start-ups	 (crunchbase.com5).	 	 For	 new	

entrants	into	the	market,	a	smaller	seed	investment	can	be	expected	as	Uber	has	already	shown	

how	the	technology	should	be	developed.	This	makes	it	easier	for	new	competitors	because	of	the	

low	entry	costs.	As	Uber	has	created	a	business	model	where	there	is	no	membership	and	thereby	

no	user	fee,	there	is	virtually	no	transaction	costs	involved	in	switching	to	a	competitor.		

However,	as	we	have	 learned	Uber	benefits	greatly	 from	a	positive	network	effect,	

where	 supply	 and	demand	 continuously	 enhance	 the	 growth	of	 each	other.	 In	 the	 cities	where	

Uber	 has	 a	 well	 established	 user	 base	 as	 well	 as	 new	markets	 where	 they	 have	 a	 first	 mover	
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advantage,	this	positive	network	effect	causes	a	huge	barrier	to	new	entrants.	New	entrants	need	

significant	 investments	to	acquire	supply	and	demand,	and	can	still	not	be	sure	to	succeed.	This	

positive	network	effect	that	Uber	benefits	 from,	scares	off	many	competitors,	as	 it	 is	simply	too	

risky	 to	 enter	 a	 market	 where	 Uber	 has	 gained	 a	 positive	 network	 effect.	 There	 are	 some	

companies	that	joined	the	ridesharing	industry	in	the	early	days,	and	these	have	managed	to	grow	

alongside	Uber	in	some	markets,	these	we	do	not	consider	as	new	entrants,	but	they	have	proved	

to	be	some	fierce	competitors	which	we	will	address	later	on.	

The	threat	from	new	entrants	must	be	regarded	as	being	low	in	the	markets	where	

Uber	operates.	In	the	markets	where	there	are	currently	no	ridesharing	services,	the	threat	is	high	

as	they	can	benefit	from	first	mover	advantages.	Uber	though	is	in	400+	cities,	including	all	major	

cities	 in	the	world,	so	the	markets	with	no	ridesharing	services	must	be	considered	insignificant,	

and	thereby	we	conclude	that	the	overall	threat	from	new	entrants	is	low.	

The	 forth	 step	 is	 Threat	 of	 substitutes.	 As	 with	 the	 traditional	 taxi	 industry,	 Uber	

operates	 in	an	 industry	where	 there	are	a	 lot	of	different	opportunities	 for	 transportation.	One	

being	the	public	transportation	network,	which	in	most	major	cities	has	been	around	for	decades,	

and	the	fares	are	often	very	low	compared	to	an	Uber	ride.	Simultaneously,	there	are	DriveNow	

cars,	or	similar	cars	for	sharing	in	most	major	cities,	that	enable	users	to	basically	short	term	rent	a	

car	and	leave	it	at	the	destination	without	having	to	think	about	picking	it	up	later	on.		

Last	but	not	 least,	 it	 is	 important	to	note	that	transport	 in	cities	 is	often	very	dependant	on	the	

municipalities	plans	for	the	city.	In	some	cases,	they	facilitate	parking	in	the	cities,	which	is	a	good	

thing	for	substitutes	like	DriveNow.	In	other	cases,	they	remove	parking	lots	because	they	want	to	

drive	the	cars	out	of	the	city.	

The	 firth	 step	 is	 Rivalry	 among	 existing	 competitors.	 Uber	 operates	 in	 an	 industry	

that	has	redefined	how	people	are	transported	from	A	to	B,	and	the	potential	monetary	gains	for	

the	winners	in	this	industry	are	huge.	As	mentioned	previously,	it	is	very	hard	for	new	entrants	to	

enter	 the	 markets	 Uber	 are	 currently	 in.	 There	 are	 a	 few	 competitors	 though	 that	 have	 been	

around	for	years,	and	thereby	have	managed	to	become	serious	competitors	to	Uber.	In	the	US,	

their	 two	main	 competitors	 are	 Lyft	 and	 Sidecar,	 with	 Lyft	 being	 the	 most	 prominent	 rival.	 In	

China,	Uber	is	currently	loosing	up	to	a	billion	dollars	per	year	in	the	fight	against	local	Didi	Kuaidi.	

Didi	Kuaidi	have	recently	raised	$2billion	to	fight	off	Ubers	entrance	into	the	very	lucrative	market.	
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The	rivalry	is	clearly	fierce,	and	all	competitors	are	trying	to	run	a	cut	throat	strategy	and	secure	

the	majority	of	the	demand	and	supply	to	gain	a	positive	network	effect,	and	thereby	secure	the	

vast	majority	of	the	market.		

Due	to	the	fierce	rivalry	among	existing	competitors	and	the	low	switching	cost	the	

rivalry	among	existing	competitors	must	be	regarded	as	being	high.	This	rivalry	also	has	an	impact	

on	profit	possibilities	because	of	the	price	competition	that	follows	the	rivalry.		

5.7.3	Turning	a	stagnated	industry	into	a	high-growth	industry	

Existing	literature	on	Born	Global	companies	tells	us	that	it	is	often	in	high	growth	industries	that	

Born	Global	companies	appear.	 In	2007,	Fernhaber	McDougall	and	Oviatt	revealed	in	their	study	

that	companies	in	mature	industries	or	emerging	markets,	tended	to	undergo	internationalization	

much	slower	than	those	companies	with	operations	in	high	growth	industries.	When	looking	into	

the	 Taxi	 industry,	 it	 is	 apparent	 that	 the	 industry	 is	 not	 a	 high	 growth	 industry,	 rather	 it	 is	 a	

stagnated	 industry	 that	 has	 seen	 very	 little	 technological	 improvements.	 According	 to	 the	

literature,	 the	 taxi	 industry	 is	 from	the	 looks	not	an	 industry	 suited	 for	a	Born	Global	 company.	

There	are	too	many	regulations	and	restrictions,	it	is	very	difficult	to	enter	the	industry,	and	there	

has	been	no	significant	growth	for	decades.	

Clearly	the	literature	has	not	taken	into	account	that	an	old	and	stagnated	industry	

like	 the	 taxi	 industry,	where	 little	 technological	 improvements	have	 taken	place,	were	a	perfect	

match	 for	 disruption.	 In	 the	 literature	 by	 Fernhaber	 et	 al.,	 they	 also	 found	 that	 Born	 Global	

companies	 would	 normally	 internationalize	 early	 on,	 if	 they	 were	 in	 an	 industry	 with	 a	 high	

knowledge	intensity.	The	taxi	industry	is	obviously	not	a	knowledge	intensive	industry,	and	as	we	

have	discovered	the	new	industry	created	by	Uber,	is	not	either.	The	platform	developed	by	Uber	

is	in	its	basic	form	very	simple,	it	is	not	knowledge	intensive	and	can	easily	be	copied.	

Looking	at	the	new	ridesharing	 industry	that	Uber	has	created,	 it	 is	a	very	high	growth	 industry,	

with	great	opportunities	 for	 growth	around	 the	world.	Had	 it	not	been	 for	Uber	entering	a	 low	

growth	and	stagnated	industry,	which	is	contrary	to	all	the	literature,	it	could	be	argued	that	Uber	

aligns	with	 the	 literature	 that	 tells	us	 that	Born	Global	 companies	enter	high	growth	 industries.	

However,	as	the	industry	Uber	entered	was	a	stagnated	industry,	we	see	a	clear	limitation	in	the	

literature.	
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In	2008	Kudina,	Yip	and	Barkema	investigated	British	Born	Global	companies,	and	found	that	their	

main	reason	to	 internationalize	was	due	to	a	small	domestic	market.	When	Uber	 first	 launched,	

they	entered	a	huge	US	market,	so	their	reason	for	internationalization	was	clearly	not	that	their	

domestic	market	was	 too	small.	Rather	we	believe	 that	 since	Uber	was	 the	 first	 in	 the	world	 to	

reinvent	how	transportation	 from	A	 to	B	 is	done,	 they	wanted	 to	benefit	 from	their	 first	mover	

advantage	 as	much	 as	 they	 could.	 They	 also	 realized	 that	 their	 product	 itself	 was	 not	 the	 real	

value,	the	users	were.	Since	they	had	the	first	mover	advantage	in	close	to	all	markets	they	have	

entered,	and	were	able	to	offer	a	better	and	more	cost	attractive	solution	than	the	traditional	taxi	

industry,	acquiring	supply	and	demand	has	been	very	easy.	

In	 2004,	 Etemad	 discussed	 the	 importance	 of	 some	 external	 factors,	 one	 of	 them	

being	the	fact	that	international	markets	are	becoming	more	and	more	liberalized.	In	relation	to	

the	taxi	industry,	one	of	the	worlds	most	regulated	industries,	Uber	entered	an	industry	far	from	

liberalized.	 But	 what	 they	 did	 was,	 that	 by	 completely	 rethinking	 the	 industry,	 and	 launch	 a	

platform	 for	 ridesharing,	 they	 have	 been	 able	 to	 bypass	 all	 the	 strict	 regulations,	 and	 thereby	

benefit	from	the	liberalized	market	conditions	around	the	world,	which	is	a	perfect	scenario	for	a	

Born	Global	company.	

	

5.8	Strategy	

Uber	 is	by	many,	and	with	good	 reason,	 considered	as	a	Start-Up	 that	has	managed	 to	operate	

under	 the	 best	 possible	 strategy,	 enabling	 them	 to	 scale	 operations	 at	 immense	 speed.	When	

scaling	 in	 an	 extremely	 lucrative	 and	 very	 old	 industry,	 it	 is	 important	 to	 have	 a	 clear	 strategy,	

taking	everything	from	governmental	regulations,	competition,	user	growth,	supply	and	more	into	

consideration.	But	most	 important	 is	 to	decide	how	to	position	 in	 the	market.	 In	 the	 traditional	

taxi	industry,	it	was	and	still	is	impossible	to	stand	out,	it	is	so	regulated	that	a	taxi	company	can	

not	 really	 do	 anything	 to	 differentiate	 themselves.	 When	 Uber	 entered	 the	 transportation	

industry,	they	leveraged	leading	technology	to	offer	a	service	with	much	more	transparency	than	

that	 of	 the	 traditional	 taxi	 industry.	 Knight	 and	Cavusgil	mentioned	 in	 the	 literature	 that	 a	 cost	

leadership	structure	is	not	to	be	favored	as	a	young	Born	Global	company,	simply	because	of	the	

lack	of	 resources	 a	 young	 company	normally	has	 combined	with	 the	 fact	 that	 a	 cost	 leadership	

strategy	traditionally	has	meant	very	low	profits.	Because	Uber	does	not	own	any	cars	themselves,	
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and	basically	are	just	running	a	platform	with	no	high	costs	to	increase	supply,	they	are	capable	of	

charging	a	far	lower	price	than	the	taxi	industry,	and	still	make	a	profit.	So	though	in	conflict	with	

the	 literature,	 Uber	 is	 actually	 succeeding	 in	 running	 a	 cost	 leadership	 strategy	 against	 the	

traditional	taxi	industry.	A	reason	for	this	is	surely	because	they	are	capable	of	offering	a	solution	

that	differs	a	lot	from	that	of	the	taxi	industry.	So	even	though	Knight	and	Cavusgil	found	that	it	is	

important	to	decide	on	a	distinctive	strategy,	in	order	to	not	get	“stuck	in	the	middle”,	Uber	has	

actually	 been	 able	 to	 do	 exactly	 that.	 This	 is	 because	 they	 have	 very	 few	 competitors,	 and	 the	

scalability	 of	 their	 service	 combined	with	 first	mover	 advantages	 enabled	 them	 to	 quickly	 gain	

scale	advantages.	

5.8.1	Blue	Ocean	

As	we	 have	 previously	 discussed,	 the	 transportation	 industry	 has	 been	 around	 for	 hundreds	 of	

years.	As	the	world	has	become	more	globalized,	and	the	cities	more	densely	populated,	the	need	

for	 transportation	 has	 gained	 traction,	 whether	 it	 being	 the	 transportation	 of	 people	 or	 the	

transportation	of	goods.	The	problem	in	our	opinion	though,	 is	that	supply	has	not	been	able	to	

effectively	meet	the	increasing	demand	in	a	way	where	cost	efficiency	and	service	are	in	focus.	

With	the	entrance	of	Uber,	the	way	of	doing	business	in	the	industry	has	seen	major	technological	

improvements,	enabling	Uber	to	completely	rethink	the	entire	business	and	thereby	create	a	Blue	

Ocean	 within	 an	 existing	 industry.	 In	 rethinking	 the	 industry,	 Uber	 has	 been	 able	 to	 not	 only	

differentiate	them	significantly	from	the	existing	competitors,	they	have	also	been	able	to	offer	a	

better	 and	 cheaper	 service,	with	no	extra	 linear	 costs	 to	 scale.	 In	2004,	 Etemad	mentioned	 the	

operational	economics	as	an	 important	factor	for	early	 internationalization.	So	when	a	company	

like	Uber	can	scale	its	business	at	very	low	cost,	there	is	no	reason	not	to	do	so.		

The	 fact	 that	Uber	has	managed	 to	create	a	Blue	Ocean	within	 the	 industry,	 is	not	

only	very	impressive,	it	also	allows	them	to	have	the	first	mover	advantage	in	almost	all	the	cities	

they	 enter.	 By	 having	 first	 mover	 advantage	 in	 a	 Blue	 Ocean,	 they	 were	 also	 able	 to	 run	 a	

combined	cost	leadership	and	differentiation	strategy.	Being	the	first	in	the	market	enables	Uber	

to	not	only	reach	the	media	very	easily,	but	also	increases	how	users	tend	to	talk	about	innovative	

companies,	especially	when	the	service	offered	is	not	only	better	but	also	cheaper	and	innovative.	

All	together,	this	first	mover	advantage	seriously	facilitates	the	onboarding	of	supply	and	demand,	

which	is	essential	to	Uber	as	they	are	so	dependent	on	securing	a	positive	network	effect.		
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5.8.2	Word	of	Mouth	

“There	is	only	one	thing	in	life	worse	than	being	talked	about,	and	that	is	not	being	talked	about.”		

- Oscar	Wilde,	Poet	(brainyquote.com)	

	

In	order	 for	Uber	 to	 grow	at	 the	 immense	 speed	whenever	 launching	operations	 in	 a	new	city,	

they	have	strongly	relied	on	word	of	mouth	marketing	between	people.	Later	we	will	address	how	

Uber	approaches	market	entry,	but	here	we	will	focus	on	how	they	leverage	the	word	of	mouth	

referrals	 that	 they	 have	 become	 so	 famous	 for.	 In	 short,	word	 of	mouth	marketing	 is	 by	many	

considered	 to	be	 the	most	efficient	marketing	 there	 is,	 simply	because	people	 tend	 to	 trust	 the	

people	around	them	more,	as	compared	to	various	ads,	news	articles	and	so	on.	

Creating	a	word	of	mouth	buzz	around	a	company	is	never	easy,	people	do	not	just	

talk	about	something	because	you	want	them	to.	The	highly	innovative	solution	offered	by	Uber,	is	

in	itself	facilitating	a	positive	word	of	mouth	effect,	as	it	offers	a	new	and	interesting	service	never	

seen	 before.	 Especially	 as	 more	 people	 start	 using	 the	 service,	 a	 positive	 network	 effect	 is	

achieved,	making	 it	 cool	 to	grab	an	Uber	 instead	of	a	 traditional	 taxi.	This	 social	effect	of	being	

cool	by	driving	with	Uber,	has	made	people	talk	about	how	they	for	instance	would	get	home	from	

a	party,	with	questions	such	as	“are	you	Ubering	home?”,	 they	have	really	managed	to	become	

mainstream	simply	due	to	the	superior	product	offered	in	comparison	with	existing	competition.	

Word	of	mouth	due	to	the	product	being	innovative	though,	can	only	continue	to	a	certain	extend,	

hence	Uber	 has	 supported	 the	word	 of	mouth	 created	 by	 the	 product	 itself,	 by	 simultaneously	

giving	people	something	to	talk	about.	

	

”You	need	to	give	them	a	story	to	tell”		

Michelle	Broderick,	former	member	of	Uber	Marketing	Team	(kaleidico.com)	

	

This	 quote	 by	Michelle,	 very	well	 describes	 the	 entire	 strategy	 surrounding	 Ubers	 initiatives	 to	

create	a	word	of	mouth	buzz.	Uber	has	really	understood,	that	if	you	want	your	users	to	really	talk	

about	your	service,	then	you	need	to	give	your	users	some	stories	to	talk	about.	Uber	has	done	

this	in	the	most	alternative,	yet	extremely	efficient	way	seen	in	newer	times.		
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Many	companies	and	investors	prefer	to	get	a	measurable	return	on	 investment	when	spending	

money,	this	surely	also	goes	for	Uber,	but	simultaneously	they	are	not	afraid	of	deviating	from	this	

course	of	“best	practice”.	 In	deviating	 from	the	 traditional	 form	of	marketing,	Uber	has	made	a	

name	for	themselves,	by	coming	up	with	all	sorts	of	crazy	marketing	events,	that	are	impossible	to	

measure	the	direct	return	of	investment	on.	Uber	has	done	everything	from	delivering	kittens	to	

cuddle	for	15min,	to	Christmas	tree	deliveries,	picking	up	toys	for	donations,	to	enabling	users	to	

be	 picked	 up	 by	 a	 truck	 looking	 like	Optimus	 Prime	 from	Transformers,	 or	 a	 black	 Lamborghini	

with	Batman	as	the	driver	(urbanful.org	).	

These	marketing	campaigns	that	Uber	continuously	run,	are	so	crazy	and	yet	genius	

that	they	provide	the	foundation	of	stories	for	people	to	talk	about.	An	important	notice	to	make	

on	all	these	campaigns	run	by	Uber,	is	that	although	a	lot	of	them	at	first	might	look	like	they	have	

nothing	to	do	with	Uber,	they	are	actually	very	much	related	to	the	service	delivered	by	Uber.	In	a	

brilliant	 way,	 Uber	 utilizes	 the	 product	 they	 have	 developed,	 as	 the	 foundation	 to	 run	 these	

campaigns,	and	thereby	it	is	easier	for	people	to	understand	the	direct	correlation	between	their	

cool	campaigns	and	their	cool	product.		

5.8.3Referral	Programs	

To	support	the	word	of	mouth	generated	from	creative	events	and	a	great	product,	as	discussed	

above,	Uber	decided	to	also	provide	its	existing	users	with	a	monetary	incentive	to	refer	new	users	

and	drivers	to	Uber.	In	its	essence,	their	referral	program	enables	existing	users	to	give	away	Uber-

credit	to	new	users,	and	as	this	is	done	with	a	unique	promo	code,	the	referrer	also	receives	Uber-

credit	whenever	the	new	user	makes	his/her	first	trip	with	Uber.	

Since	Uber	gives	away	credit	 to	both	the	referrer	and	the	new	user,	 they	both	feel	

appreciated,	and	especially	 the	referrer	has	an	extra	 incentive	to	“go	the	extra	mile”	to	actually	

get	new	users	onboard.	Simultaneously,	new	users	gets	the	opportunity	to	try	out	the	service	for	

free,	 which	 is	 a	 big	 step	 in	 breaking	 the	 habit	 of	 how	 people	 would	 normally	 order	 a	 taxi	

(referralsaasquatch.com).	 In	 relation	 to	 the	 literature,	 this	 shows	 that	Uber	 understands	where	

the	true	value	of	their	product	 lies,	and	thereby	the	importance	of	a	customer	oriented	focus	 in	

each	 specific	 market	 they	 enter.	 In	 2004,	 Knight,	 Madsen	 and	 Servais	 investigated	 marketing	

related	strategies	within	Born	Global	companies.	The	conclusion	they	reached	from	that	research,	



	 97	

was	that	Born	Global	companies	should	especially	focus	on	the	customers	in	each	market,	in	order	

to	reach	the	best	possible	performance	in	that	specific	market.	

As	Uber	is	operating	a	peer-to-peer	platform,	it	was	important	for	them	to	not	only	

focus	 on	 growing	 the	 demand	 side	 of	 the	 platform,	 by	 giving	 away	 credit.	 In	 order	 to	 create	 a	

positive	 network	 effect,	 they	 need	 both	 sides	 to	 grow	 simultaneously.	 The	 supply	 side	 of	 the	

platform	 in	 particular	 is	 very	 important	 in	 order	 for	 the	 service	 rendered	 to	 the	 users	 to	

continuously	improve.	So,	where	users	could	give	away	$20	in	credit	for	new	users	first	ride,	and	

thereby	also	earn	$20	themselves,	the	referral	credits	when	it	comes	to	onboarding	new	drivers	is	

a	lot	bigger	than	the	$20.	

Looking	into	the	referral	program	of	onboarding	new	drivers,	one	thing	that	pops	up	

right	away,	is	the	fact	that	the	credit	earned	in	this	program,	actually	is	paid	out	as	cash	together	

with	the	drivers’	normal	payments.	This	is	clearly	different	from	earning	credit	to	be	used	for	Uber	

rides,	and	 it	shows	that	Uber	 is	well	aware	that	their	drivers	are	there	to	earn	for	a	 living.	With	

referral	bonuses	between	$50-$250,	which	is	given	whenever	a	driver	has	made	a	certain	amount	

of	 trips,	 there	 is	 a	 big	 incentive	 to	 join	Uber	 and	 try	 it	 out.	 The	 bonus	 for	 drivers	 to	 join	Uber	

however,	 can	 be	much	bigger.	Uber	will	 pay	 bonuses	 between	$250-$500	 to	 encourage	drivers	

from	their	biggest	US	competitor	Lyft	(lyft.com)	to	join	Uber	instead	(ridesharedashboard.com).	

This	way	of	 incentivizing	people	 to	 try	out	Uber,	 is	a	well	defined	strategy	by	Uber,	where	 they	

trust	 so	 much	 in	 their	 service,	 that	 they	 are	 not	 afraid	 of	 giving	 away	 free	 rides	 and	 sign-on	

bonuses.		

5.8.4	Competition	

As	briefly	mentioned	in	the	previous	section,	Ubers	biggest	competitor	 in	the	US	is	Lyft,	and	the	

competition	 is	 fierce,	with	both	 companies	 investing	millions	of	dollars	 in	user	 acquisitions.	But	

since	Uber	is	a	global	company,	with	operations	all	around	the	world,	they	face	competition	close	

to	everywhere	they	go.	In	the	following,	we	will	discuss	their	competitors,	and	the	Uber	strategy	

towards	competition.	

As	mentioned	 before,	 Uber	 is	 paying	 hundreds	 of	 dollars	 in	 bonus	 for	 new	 users,	

which	clearly	shows	the	 importance	of	having	 the	best	supply	 to	offer.	But	Uber	 is	not	 the	only	

one	doing	this,	 in	the	US	their	biggest	competitor	Lyft,	offers	much	higher	bonuses	that	 in	some	
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cities	enables	drivers	to	earn	an	additional	bonus	of	up	to	$1000,	if	they	make	a	certain	amount	of	

drives	within	a	given	timeframe	(ridesharedashboard.com2).		

	

“We’re	 profitable	 in	 the	USA,	 but	we’re	 losing	over	 $1	billion	 a	 year	 in	 China.	We	have	a	 fierce	

competitor	that’s	unprofitable	in	every	city	they	exist	in,	but	they’re	buying	up	market	share.	I	wish	

the	world	wasn’t	that	way.	I	prefer	building	rather	than	fundraising.	But	if	I	don’t	participate	in	the	

fundraising	bonanza,	I’ll	get	squeezed	out	by	others	buying	market	share.”		

- Travis	Kalanick	(betakit.com)	

	

The	competitor	Travis	in	the	above	quote	refers	to,	 is	Didi	Kuaidi	(crunchbase.com6),	the	world’s	

largest	platform	for	transportation,	with	services	such	as	taxi,	private	drivers	and	carpooling.	Didi	

Kuaidi	 is	 considered	 to	 control	 around	 80%	 of	 the	 private	 car	 riding	 market	 in	 China	

(fortune.com2),	and	is	backed	by	major	investors	such	as	as	tech	giants	Alibaba	(alibaba.com)	and	

Tencent	(tencent.com),	both	interested	in	the	ride	hailing	service	as	they	are	also	majorly	involved	

in	ecommerce,	and	thereby	the	delivery	of	goods.	

In	 the	 second	 half	 of	 2015,	 Didi	 Kuaidi	 raised	 an	 amazing	 $3billion	 in	 funding,	

enabling	them	to	continue	their	fight	against	Uber.	But	not	only	did	they	raise	all	that	money	to	be	

put	 to	use	 in	China,	 they	even,	 together	with	Alibaba	and	Tencent	 invested	 in	Ubers	biggest	US	

competitor,	 Lyft	 (crunchbase.com7).	 This	 clearly	 shows	 how	 the	market	 for	 private	 ride	 hailing	

services	is	operating	on	a	global	scale,	which	in	return	pushes	Uber	into	more	funding	rounds.	As	a	

response	to	Didi	Kuaidis	huge	funding	round,	which	was	the	biggest	funding	round	ever	made	by	a	

privately	 held	 company,	 Uber	 went	 out	 in	 January	 2016	 and	 secured	 a	 single	 investment	 of	

$2billion.	

Clearly	there	is	a	huge	need	for	capital	investments	for	Uber,	if	they	want	to	stand	a	

chance	against	their	competition,	which	continuously	seems	to	seek	investments,	and	even	makes	

strategic	partnerships	to	 join	 forces	against	Uber.	So	far	Didi	Kuaidi	has	partnered	with	not	only	

Lyft,	but	also	Indian	Ola	to	fight	off	Uber	(fortune.com2).	

Ubers	response	to	this,	which	is	emphasized	by	Travis	Kalanick	himself	as	well	as	the	

latest	$2billion	funding	round,	is	clearly	that	they	are	ready	to	enter	a	“race	to	the	bottom”	fight	

against	 their	 competitors,	 even	 if	 it	 requires	 them	 to	 seek	 additional	 funding.	 In	 2014	 in	 San	
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Fransisco	they	ran	an	aggressive	cut	throat	strategy	making	them	loose	money	on	every	trip.	A	trip	

that	would	normally	cost	$15,	would	instead	only	cost	$11,25	making	it	a	lot	more	attractive	for	

the	users.	 In	order	 for	Uber	not	 to	 loose	 its	 driver	due	 to	 the	decrease	 in	 earnings,	 the	drivers	

would	still	receive	$12,	making	Uber	loose	$0,75	on	each	trip	(wired.com).	

5.8.5	Government	Regulations	

When	looking	at	Uber,	it	is	important	to	take	into	consideration	how	they	approach	governmental	

regulations.	 When	 entering	 an	 old	 industry,	 highly	 regulated	 and	 protected	 by	 governments,	

innovative	 competition	 is	 doomed	 to	 clinch	with	 government	 regulations.	 Close	 to	 everywhere	

Uber	has	 launched	operations,	they	have	faced	protests	from	taxi	drivers	as	well	as	government	

institutions	trying	to	shut	down	Uber.	From	the	very	beginning,	Uber	decided	to	not	just	lie	down	

when	faced	with	lawsuits	and	more,	instead	they	have	fought	back	in	countless	trials.	This	type	of	

fighting	 back	 generates	 an	 incredible	 amount	 of	 press	 coverage,	which	 in	 return	 ends	with	 the	

Uber	app	being	downloaded	by	thousands	of	people	every	day.	It	appears	to	be	a	clear	strategy	by	

Uber,	to	leverage	the	controversy	that	their	clash	with	the	taxi	industry	brings	when	entering	new	

cities.	This	approach,	of	not	cooperating	with	the	governments	can	be	very	risky	though.	As	seen	

in	France	where	Uber’s	general	director	of	France	was	arrested	by	French	police,	and	charged	with	

enabling	taxi	driving	by	nonprofessional	drivers	(wsj.com).	

It	is	clear,	that	developing	a	product	similar	to	Uber,	has	not	been	a	problem	as	Uber	

currently	faces	fierce	competition	in	certain	markets.	According	to	Etemad	in	2004,	especially	the	

characteristics	of	existing	competitors	had	a	significant	influence	on	the	strategy	of	a	Born	Global	

company.	Clearly	 the	competition	 faced	by	Uber	 is	very	aggressive,	which	means	 that	had	Uber	

not	internationalized	at	the	scale	they	have,	one	of	their	competitors	would	certainly	have	done	

so.	

A	 very	 interesting	 point	 in	 the	 literature,	 which	 unfortunately	 is	 not	 explained	

thoroughly	 is	 when	 Knight,	 Madsen	 and	 Servais	 in	 2004,	 mentioned	 that	 by	 focusing	 on	 the	

customers	 and	 the	 value	 generated	 by	 them	 it	 would	 help	 to	 drive	 key	 marketing	 strategies.	

Literature	 does	 not	 mention	 what	 type	 of	 value	 the	 customers	 generate,	 and	 since	 the	

smartphone	was	not	even	invented	in	2004,	 it	 is	hard	to	 imagine	that	they	were	talking	about	a	

platform-based	sharing	economy.	
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5.9	Approach	to	Market	Entry	

“Uber	makes	it	very	easy	to	not	own	a	car”		

- Brian	Chesky,	Airbnb	CEO	(fortune.com3)	

	

Throughout	this	case	study	of	Uber,	we	have	found	that	the	single	most	important	factor	for	Uber	

to	succeed	in	a	market,	is	to	quickly	gain	a	positive	network	effect.	The	users	are	what	drives	the	

platform,	and	without	users	Uber	would	not	be	worth	a	 lot.	Since	the	Uber	platform	technology	

can	easily	be	copied,	and	the	users	are	 the	most	valuable	resource	to	Uber,	 they	are	pushed	to	

aggressive	internationalization.	This	is	simply	because,	whoever	get	the	users	in	a	market	first	and	

thereby	 gets	 a	 positive	 network	 effect,	 have	 a	 major	 competitive	 advantage	 should	 similar	

companies	 try	 to	 enter	 the	market.	 In	 a	way,	 the	positive	network	effect	 can	be	 related	 to	 the	

literature	 by	 Yeoh	 in	 2004,	 where	 he	 found	 that	 developing	 networks	 with	 suppliers	 and	

customers,	would	 have	 a	 great	 effect	 on	 the	 future	 performance	 of	 the	 company.	 In	 China	 for	

instance,	 we	 have	 seen	 how	 Uber	 struggles	 to	 gain	 traction,	 simply	 because	 there	 is	 a	 major	

established	 competitor	 in	 that	 market	 called	 Didi	 Kuaidi.	 As	 this	 is	 a	 brand	 new	 ridesharing	

industry,	 the	 stakes	are	very	high	and	 the	potential	market	gains	are	huge.	 In	2004,	Chetty	and	

Campbell-Hunt	 discovered	 that	 by	 aggressively	 seeking	 a	 solution	 to	 problems,	 Born	 Global	

companies	proactively	engage	in	experimentation	in	international	markets.	In	relation	to	Uber,	the	

emphasizis	Uber	has	on	treating	each	market	individually,	enables	them	to	understand	the	culture	

and	the	customers	better.	In	2007,	Mudampi	and	Zahra	found	that	companies	that	would	undergo	

rapid	 internationalization	 was	 not	 more	 likely	 to	 fail,	 compared	 to	 companies	 that	 would	

internationalize	in	a	more	traditional	way.	They	also	found	that	the	larger	a	company	is,	the	more	

likely	 it	 is	 in	 succeeding.	 Though	 Mudampi	 and	 Zahra	 are	 talking	 about	 succeeding	 in	

internationalization	in	general,	there	are	some	similarities	to	Uber.	Because	of	the	importance	of	

first	mover	 advantage,	 Uber	 had	 to	 internationalize	 to	markets	 all	 over	 the	world	 before	 their	

competitors	would	do	 so.	 This	 rapid	 internationalization	has	 ensured	 that	 they	 are	now	a	huge	

company,	and	profitable	in	several	markets,	which	enables	them	to	better	put	up	a	fight	against	

competitors	 in	 important	markets	 such	 as	 China,	 India	 and	 the	US.	 Surely	 they	 are	 not	making	

enough	profits	 from	their	profitable	markets,	 to	 fund	 their	 fight	 in	China.	But	 the	 fact	 that	 they	
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have	 grown	 into	 hundreds	 of	 cities,	 has	 enabled	 them	 to	 seek	 new	 investments	 at	 major	

valuations.	Investments	that	they	need	in	order	to	continue	the	fight	against	a	company	like	Didi	

Kuaidi,	which	we	have	learned,	raised	$2	billion	just	to	fight	off	Uber	in	China.		

5.9.1	Entering	the	Market	

When	Uber	enters	a	new	market	they	have	a	very	calculated	strategy.	Part	of	their	strategy	is	to	

become	 as	 big	 as	 possible	 as	 fast	 as	 possible	 so	 the	 regulatory	 system	 cannot	 ignore	 their	

presence	within	a	city,	and	they	secure	a	positive	network	effect.		Another	part	of	Ubers	strategy	

is	to	brand	themselves	as	providing	a	positive	service	to	the	city	and	that	they	are	there	to	make	

the	city	a	better	place.	

	

"Thanks	to	Ubers	driver	partners,	to	ensure	that	passengers	have	access	to	reliable	tours,	and	helps	

keep	roads	safe."		

- Colleen	Sheehey-Church,	chairman	for	Mothers	Against	Drunk	Driving	(uber.com4)	

	

“I	 think	Uber's	doing	 interesting	enough	stuff	and	capturing	 imaginations,	and	showing	how	you	

can	actually	change	a	city”		

- Travis	Kalanick,	CEO	and	founder	of	Uber.	(mitsloan.mit.edu)	

	

The	first	part	of	their	market	entry	strategy	starts	by	introducing	Uber	to	municipal	politicians	and	

licensing	officials.	Uber	 informs	city	officials	of	 their	plan	 to	 introduce	 the	Uber	app	 to	 the	city.	

Uber	 raises	 some	 issues	 regarding	 the	 current	 transportation	 policies	 were	 the	 municipal	

politicians	agree	to	go	over	some	of	the	issues	again.		As	the	initial	meetings	often	go	well	and	in	a	

professional	manner	the	relationship	between	Uber	and	the	city	politicians	is	respectable.	Before	

any	official	agreement	 is	 reached	between	 the	parties,	Uber	 launches	 their	platform	 in	 the	city.	

Thereby	they	deliberately	force	the	issue	of	whether	or	not	Uber	should	be	allowed	to	compete	

with	 the	 taxi	 industry	 within	 the	 city.	 This	 way	 of	 launching	 without	 any	 agreements	made,	 is	

considered	as	an	upright	confrontation	by	Uber,	and	by	most	city	politicians	regarded	as	an	illegal	

move.	 Regardless	 of	 the	 terminology,	 Uber	 uses	 this	 type	 of	 launch	 because	 they	 first	want	 to	

launch	 on	 good	 terms	with	 the	 city,	 and	 thereby	 get	 their	 support	 and	 easy	 access	 to	 the	 city	

facilities.	And	if	the	city	does	not	support	Uber	prior	to	launch,	they	will	force	their	way	into	the	
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city.	Once	Uber	has	launched	its	service,	without	the	support	from	the	city,	they	know	that	if	the	

city	does	not	immediately	put	up	a	fight,	then	they	will	win	the	fight	against	the	city.	

In	some	cities	municipals	 fight	the	 launch	of	Uber	and	wage	 lawsuits	against	them.		

Uber	uses	their	controversial	market	entry	to	build	a	user	and	driver	base	that	they	can	then	use	

as	lobbyist	against	elected	politicians.	For	instance,	in	London	the	Transport	for	London	(TfL)	tried	

to	 tighten	 their	 regulations	 to	 prevent	 Uber	 from	 operating.	 Uber	 however	 responded	 by	

leveraging	their	massive	user	base,	and	quickly	got	200,000	to	sign	a	petition	against	the	Transport	

for	London	(TfL),	resulting	in	TfL	abandoning	their	proposal	(ft.com).	

What	Uber	 is	aiming	 for	 in	 the	 long	 term	 is	 for	city	officials	 to	create	a	new	set	of	

rules	 that	 give	 way	 for	 business	 models	 like	 Ubers.	 Uber	 is	 aiming	 at	 growing	 in	 size	 so	 cities	

cannot	 just	make	 them	 illegal	but	have	 to	 consider	 the	 impact	 they	have	on	a	 city	and	 thereby	

have	to	reconsider	the	laws	to	take	companies	like	Uber	into	account.	

When	Uber	enters	 a	new	market,	 they	do	 so	by	hiring	experienced	 locals,	with	an	

understanding	of	the	market	and	culture.	Seen	from	a	Resource-based	View,	this	gives	them	some	

valuable	 intangible	 resources	 in	 the	shape	of	human	and	organizational	capital,	which	Rialp	and	

Rialp	in	their	study	on	Born	Global	companies	found	to	have	a	significant	impact	on	the	success	of	

Born	Global	 companies.	 Though	Uber	has	 internationalized	 at	 immense	 speed,	 they	have	 taken	

steps	 along	 the	 way	 to	 build	 local	 teams	 to	 run	 operations,	 which	 in	 some	 way	 relates	 to	

traditional	internationalization	strategy.	However,	as	Luostarinen	and	Gabrielson	found	in	2006,	it	

is	 like	 Uber	 to	 some	 extent	 follows	 traditional	 internationalization	 strategy,	 but	 instead	 of	

internationalizing	 gradually,	 they	 skip	 several	 of	 the	 steps	 mentioned	 in	 the	 traditional	

internationalization	literature.	

	

"You	just	have	to	be	creative	enough	to	find	it."		

- Travis	Kalanick,	CEO	and	founder	of	Uber	(business-standard.com)	

	

5.10	Summary	

The	Uber	founders	are	in	many	ways	consistent	with	the	traditional	perception	of	how	a	founder	

of	a	Born	Global	company	should	be.	The	literature	states	that	founders	should	have	international	

experience	 and	 in	 relations	 to	 Uber	 the	 founders	 had	 international	 experience	 from	 previous	
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entrepreneurial	ventures.	Uber	created	a	product	that	was	innovative	to	a	stagnated	industry	but	

could	not	be	considered	knowledge	intensive	as	their	product	 is	easily	copied.	Uber	managed	to	

contradict	what	the	literature	says	as	they	internationalized	without	having	a	knowledge	intensive	

product.	Uber	internationalized	by	hiring	Country	Managers	for	each	market	they	entered.	These	

Country	Managers	then	builds	small	local	teams,	that	operates	as	self	driven	start-up	companies,	

so	that	they	on	their	own	can	take	local	challenges	into	account	and	react	to	these	challenges	as	

fast	as	possible.	They	did	not	need	to	create	networks	as	the	literature	states	but	instead	build	a	

solid	foundation	of	users.	Uber	entered	a	stagnated	industry	that	had	not	seen	growth	for	many	

decades	and	was	controlled	by	regulatory	systems.	Uber	managed	to	enter	a	stagnated	 industry	

and	create	growth	where	Born	Global	literature	mentions	that	Born	Global	companies	should	only	

enter	high	growth	markets.	Uber	had	a	strategy	to	internationalize	as	fast	as	possible	to	leverage	

their	first	mover	advantage.	Uber	introduced	rapid	internationalization	to	keep	competitors	away	

from	their	markets.	In	contrast	the	literature	states	that	for	Born	Global	companies	this	process	is	

done	 at	 a	 slower	 rate.	 The	 literature	 does	 not	 take	 into	 account	 the	 possibilities	 of	

internationalization	with	the	funding	that	Uber	have	witnessed.			
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6.	Cross-case	analysis:	The	new	era	of	Born	Global	companies	

Having	first	done	a	literature	review,	and	later	two	case	studies,	we	now	know	a	lot	more	about	

the	 Born	 Global	 concept.	 The	 literature	 has	 provided	 us	 with	 the	 knowledge	 we	 needed	 on	

traditional	Born	Global	companies,	and	the	case	studies	have	given	us	all	the	information	we	need	

about	the	new	type	of	Born	Global	company	we	see	today.	Knowing	both	the	existing	Born	Global	

literature	as	well	as	Airbnb	and	Uber	in	depth,	we	are	well	suited	to	analyze	as	to	what	extent	the	

existing	literature	still	holds	value	in	relation	to	Airbnb	and	Uber.	In	the	following,	we	will	conduct	

a	cross-case	analysis	with	foundation	in	the	previous	sections	of	this	master	thesis.	Furthermore,	

we	 will	 use	 the	 answers	 we	 have	 received	 from	Matias	 Lindroos	 (LinkedIn.com),	 the	 CEO	 and	

founder	 of	 the	 Finnish	 platform-based	 Born	 Global	 company	 ParkMan	 (ParkMan.dk).	 This	 will	

provide	our	master	 thesis	with	a	 third	perspective,	we	can	use	 to	either	confirm	or	dispute	our	

findings.		

	

6.1	Founders	

During	our	 two	case	studies,	we	have	come	to	a	better	understanding	of	 the	 importance	of	 the	

founders,	 and	 learned	 that	 there	 are	many	 factors	 that	 need	 to	 be	 taken	 into	 consideration	 in	

relation	to	the	founders.	Factors	such	as	founders	previous	experience	as	well	as	the	strategy	and	

vision	of	the	founders.	In	our	two	case	companies,	there	are	clearly	some	similarities	between	the	

founders	and	the	literature.	In	the	following,	we	will	go	through	these	similarities	and	discuss	to	

what	extent	the	literature	aligns	with	the	founders	of	Airbnb	and	Uber.	

	 The	 founders	 are	 clearly	 very	 important	 for	 a	 Born	 Global	 company	 to	 become	 a	

success,	they	are	the	ones	who	shape	the	company’s	strategy	and	vision.	In	our	analysis	we	have	

found,	 that	 the	 founders	 in	 this	new	breed	of	Born	Global	 companies,	 are	 somewhat	 similar	 to	

those	mentioned	in	the	literature.	It	appears	that	international	experience	in	the	founders	are	not	

as	important	anymore.	As	long	as	they	possess	a	vision	and	a	strong	international	orientation,	they	

can	leverage	the	experience	of	investors	and	advisors.	

6.1.1	International	Experience	

Throughout	 the	 literature,	 we	 are	 told	 that	 international	 experience	 of	 the	 founders	 is	 of	 the	

utmost	 importance,	 as	 the	 founders	 are	 the	 cornerstone	 of	 the	 company.	 The	 founders	 are	
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according	 to	 the	 literature	 a	 huge	 factor	 in	 shaping	 the	 company.	When	Paul	Graham,	 the	 first	

investor	in	Airbnb	funded	the	company	with	$20.000,	he	did	not	do	so	because	he	believed	in	the	

product,	but	rather	because	he	believed	in	the	founding	team	and	their	vision	for	Airbnb	and	“do	

what	it	takes”	approach	to	make	Airbnb	a	success.	The	vision	is	mentioned	in	the	literature	as	an	

important	 factor,	 and	 as	 with	 Airbnb,	 the	 CEO	 of	 Uber	 Travis	 Kalanick	 has	 a	 strong	 vision	 too.	

Travis	 is	 very	 passionate	 about	 shaping	 the	 transportation	 in	 cities	 for	 the	 better,	 and	 in	 this	

relation	 loves	 to	 talk	 about	 legal	 issues.	 Besides	 the	 two	 founding	 teams	 having	 a	 clear	

international	vision	and	strategy,	they	to	some	extent	also	possess	international	experience,	which	

is	very	consistent	with	what	literature	has	told	us.	As	for	Uber,	the	two	main	founders	Travis	and	

Garret	Camp	were	former	successful	entrepreneurs,	with	experience	in	operating	platform-based	

businesses	on	a	global	scale.	Though	none	of	the	three	founders	at	Airbnb	had	any	experience	in	

international	operations,	and	thereby	how	to	navigate	 in	the	global	market,	the	CTO	Nathan	did	

have	a	good	understanding	of	how	to	shape	the	product	for	global	operations.	Nathan	also	came	

with	an	international	mindset	acquired	through	former	jobs	at	international	software	companies.	

As	for	Airbnb,	it	could	be	argued	that	the	founding	team,	according	to	the	literature,	did	not	have	

sufficient	 international	experience.	However,	 their	 first	 investor	Paul	Graham	and	the	 team	at	Y	

Combinator	possess	an	 immense	 international	experience,	which	we	are	certain	the	founders	of	

Airbnb	have	leveraged.		

With	both	of	 the	 founding	 teams	 investigated,	we	have	also	 found	 that	 since	 they	

have	a	strong	international	orientation,	this	has	for	both	of	our	case	companies	 lead	to	a	higher	

level	 of	 proactivity	 in	 the	 founding	 team	 as	 well	 as	 a	 lower	 perception	 of	 risk	 in	

internationalization.	

When	we	asked	Matias	 from	ParkMan,	 if	 he	or	his	 investors	had	any	 international	

experience	prior	to	founding	ParkMan,	his	answer	was	very	straightforward.	The	founding	team	of	

ParkMan	had	no	international	experience,	whereas	the	investors	all	had	experience	from	building	

and	 running	 international	 companies.	 However,	Matias	 also	mentions	 that	 their	 investors	 have	

been	very	passive	so	far,	and	that	the	founders	acknowledge	that	a	constant	learning	process	is	a	

must.	This	is	very	interesting,	because	in	relation	to	Airbnb	and	Uber	as	well	as	the	literature,	the	

founding	 team	 at	 ParkMan	 have	 an	 aggressive	 approach	 to	 learning.	 The	 ParkMan	 story	 also	

endorses	 us	 in	 our	 finding,	 that	 new	 Born	 Global	 companies	 do	 not	 necessarily	 need	 prior	
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international	experience.	We	believe	that	even	though	ParkMan	have	managed	to	internationalize	

without	any	international	experience,	they	could	potentially	have	avoided	mistakes	along	the	way,	

and	have	been	able	to	scale	internationalize	faster.	Had	they	from	an	early	staged	leveraged	the	

international	experience	of	their	investors,	just	like	Airbnb	and	Uber	did	it	(Appendix	1).	

	

6.2	The	Product		

In	the	following	section	of	the	cross-case	analysis	we	will	analyze	the	understanding	we	have	come	

to	about	the	products	offered	by	Airbnb	and	Uber,	in	relation	to	the	literature.	This	paragraph	will	

take	 its	 starting	 point	 in	 the	 similarities	 we	 notice,	 such	 as	 the	 importance	 of	 innovative	

technology	when	entering	new	markets.	We	will	 investigate	how	developing	 leading	 technology	

that	 can	 easily	 be	 scaled,	makes	 it	 easier	 to	 enter	 foreign	markets.	 Literature	 also	 tells	 us	 how	

knowledge	 intensity	 impacts	 the	 degree	of	 early	 internationalization	of	 Born	Global	 companies,	

and	in	this	area	we	see	some	clear	limitations.	

Consistent	 with	 the	 literature,	 we	 have	 learned	 that	 both	 Airbnb	 and	 Uber	 have	

introduced	innovative	technology,	enabling	them	to	completely	change	two	traditional	industries.	

Their	 innovative	technology	has	enabled	them	to	scale	their	product	at	 immense	speed,	thereby	

leveraging	first	mover	advantage	throughout	the	world.	However,	the	literature	also	tells	us,	that	

a	 major	 factor	 to	 early	 internationalization	 of	 traditional	 Born	 Global	 companies	 was	 if	 they	

possessed	 a	 knowledge	 intensive	 product.	 In	 this	 area,	 the	 literature	 clearly	 has	 its	 limitations.	

Both	Airbnb	and	Uber	have	a	product,	which	in	its	essence	is	easily	copied	because	of	the	lack	of	

knowledge	 intensity.	 Instead	 the	 products	 offered	 by	 Airbnb	 and	 Uber	 gradually	 grow	 in	

knowledge	intensity	through	the	interactions	of	the	users.	

6.2.1	Innovative	Technology	

Throughout	the	 literature	on	the	product	 it	 is	stated	that	companies	are	very	competitive	when	

introducing	 innovative	 technology.	 In	 relation	 to	Airbnb	 and	Uber	who	 they	 have	 both	 entered	

stagnated	industries	and	introduced	innovative	technology	that	has	not	been	seen	before	within	

their	 respective	 industries.	 Both	 companies	 used	 innovative	 technology	 in	 the	 shape	 of	 a	 very	

scalable	 platform.	 This	 innovative	 technology	 suited	 for	 a	 sharing	 economy	 opened	 new	

opportunities	with	great	potential	within	the	hotel	industry	for	Airbnb	and	taxi	industry	for	Uber.	

Their	 innovative	 technology	 has	 allowed	 them	 to	 introduce	 their	 peer-to-peer	 platforms	 on	 an	
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international	 scale.	 Airbnb	 and	 Uber’s	 innovative	 technology	 has	 given	 them	 a	 competitive	

advantage	over	the	traditional	competitors.	Both	companies	have	created	an	innovative	product,	

that	when	used	by	its	users	generates	a	lot	of	data	that	Airbnb	and	Uber	can	leverage	to	optimize	

their	product	 and	 thereby	 the	 service	 rendered	 to	 their	users.	All	 this	 information	helps	Airbnb	

and	 Uber	 to	 continuously	 improve	 their	 product,	 which	 facilitates	 their	 entrance	 into	 new	

markets.	

	

“They	 say	 that	 50%	 is	 about	 product,	 and	 50%	 is	 about	 distribution.	 A	 innovative,	 attractive	

product	is	the	first	step	in	creating	an	impression	of	the	company.”	

- Matias	Lindroos,	CEO	&	Founder	ParkMan	(Appendix	1)	

- 	

We	asked	Matias	about	the	 importance	of	offering	an	 innovative	product	when	entering	foreign	

markets.	Similar	to	what	we	are	told	 in	the	literature,	and	what	we	have	learned	by	researching	

Airbnb	 and	Uber,	Matias	 confirms	 that	 offering	 an	 innovative	 product	 is	 the	 first	 step	 enabling	

internationalization.	

6.2.2	Quality	

The	literature	states	that	superior	quality	of	a	product	 is	very	often	a	factor	that	can	be	used	to	

describe	companies	 that	 internationalize	early.	The	 literature	 takes	 its	 foundation	 in	 research	of	

traditional	Born	Global	companies,	that	offers	a	product	where	the	product	itself	holds	the	value.	

As	both	Airbnb	and	Uber	are	peer-to-peer	platforms,	their	core	value	lies	in	their	users	and	not	in	

a	 tangible	 product.	 In	 relation	 to	 the	 literature,	 there	 are	 some	 clear	 limitations	 in	 this	 area,	

because	 Airbnb	 and	Uber	 did	 not	 have	 a	 focus	 from	 the	 beginning	 to	 deliver	 a	 service	 of	 high	

quality	Instead	their	service	gradually	improved	in	quality	as	new	users	joined.	Uber	for	instance,	

when	 they	 launch	 in	 a	 new	 city,	 their	 problem	 is	 that	 there	 are	 few	 drivers	 available	 which	

decreases	the	quality	of	their	platform.	The	same	goes	for	Airbnb,	where	the	spaces	listed	are	of	

utmost	 importance,	 and	 in	 the	 beginning	 the	 supply	 to	 choose	 between	 as	 a	 consumer	 is	 very	

limited.	Contrary	to	the	literature,	Airbnb	and	Uber	have	been	able	to	leverage	the	demand	from	

their	 users,	 enabling	 them	 to	 gradually	 offer	 a	 great	 service,	 whereas	 literature	 explains	 the	

importance	of	a	high	quality	product	from	the	very	beginning.	
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6.2.3	Knowledge	Intensive	Internationalization				

In	 the	 past	 Born	 Global	 internationalization	 has	 been	 characterized	 by	 knowledge	 intensive	

companies	expanding	to	several	foreign	markets	at	once	or	over	a	short	period	of	time.	This	has	

partly	been	known	for	companies	coming	from	domestic	markets	that	are	considered	as	being	too	

small	 for	 the	 company,	but	also	 from	companies	 that	utilize	 their	 knowledge	 intensive	product,	

which	is	hard	to	copy,	which	is	also	stated	by	the	literature.		

Airbnb	 and	Uber	 cannot	 be	 considered	 as	 knowledge	 intensive	 companies	 as	 their	

knowledge	comes	from	their	users	and	is	accessible	for	all	their	competitors.	Part	of	the	reason	for	

Airbnb	and	Uber	to	internationalize	early	on,	is	in	sharp	contrast	to	the	literature,	that	they	have	a	

product	that	is	easily	copied.	As	Airbnb	and	Uber	are	not	considered	as	knowledge	intensive	when	

it	comes	to	their	product,	it	is	important	for	them	to	utilize	their	first	mover	advantage	to	be	the	

first	to	gain	access	to	the	true	value,	the	users,	and	thereby	the	knowledge	their	 interactions	on	

the	platform	generate.	

	

6.3	The	Organization		

In	this	section	the	focus	is	on	how	the	organization	itself	affects	the	international	opportunities	for	

Born	Global	companies,	and	how	the	organization	influences	the	overall	competitive	advantage	of	

the	 company,	 enabling	 them	 to	 compete	 against	 large	 multinational	 corporations.	 When	

comparing	Airbnb	and	Uber	with	the	 literature	there	are	many	similarities	when	it	comes	to	the	

organization,	but	there	are	also	some	limitations	where	the	literature	does	not	sufficiently	explain	

the	challenges	that	companies	like	Airbnb	and	Uber	face	in	building	a	sustainable	organization.	

	 There	 are	 several	 similarities	 between	 our	 case	 companies	 and	 the	 literature.	 The	

organization	 structure	 is	 clearly	 a	 very	 important	 aspect	 in	 supporting	 flexibility	 that	 can	 be	

leveraged	 to	 exploit	 new	 market	 opportunities.	 Limitations	 in	 the	 literature	 are	 also	 present	

though,	one	of	which	 is	 that	 the	 literature	does	not	take	 into	account	the	Return	of	 Investment	

that	 this	 new	 type	 of	 born	 global	 company	 have	 when	 internationalizing,	 compared	 to	 more	

traditional	Born	Global	companies.	The	need	for	foreign	partnerships	when	entering	new	markets	

are	not	present	 in	our	case	companies	either,	 if	compared	to	the	more	traditional	companies	 in	

the	literature.	
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6.3.1	Flexibility	

Born	Global	 companies	 have	 according	 to	 the	 literature	 been	 seen	 throughout	 all	 industries	 as	

there	has	not	been	found	any	restrictions	 into	 industries	were	Born	Global	companies	could	not	

enter	and	compete	with	larger	multinational	corporations.	This	is	also	stated	by	the	literature	and	

also	 explains	 that	 this	 is	 due	 to	 the	 flexibility	 of	 new	 ventures	 in	 combination	 with	 innovative	

thinking.	The	literature	also	states	that	new	Born	Global	companies	have	a	competitive	advantage	

because	 they	 are	 considered	 as	 being	 flexible	 due	 to	 the	 structure	 of	 their	 organizations.	 In	

relation	 to	Uber	 they	have	 created	 small	 launch	 teams	 that	operate	within	 the	boundaries	of	 a	

specific	city.	These	teams	are	seen	as	being	self-driven	small	start-ups,	giving	them	great	flexibility	

to	spot	and	adapt	to	changes.	This	way	of	creating	small	self-driven	teams	that	have	authority	to	

make	decisions	without	having	to	go	through	organization	bureaucracy,	leaves	the	teams	flexible	

to	changes	and	to	adjust	operations	 in	their	specific	markets	which	 is	stated	by	the	 literature	as	

giving	them	a	competitive	advantage.	Airbnb	have	also	created	a	very	flexible	organization	where	

they	have	built	their	organization	around	teams	from	five	to	fifteen	people	that	work	together	on	

various	projects.	This	way	of	operating	in	small	teams	clearly	gives	both	companies	a	very	flexible	

organization,	 which	 in	 relation	 to	 the	 literature	 should	 enable	 them	 to	 exploit	 new	 market	

opportunities.	Aligning	with	the	literature,	we	have	seen	Uber	use	their	flexibility	to	exploit	local	

market	opportunities	 in	cases	such	as	the	release	of	the	new	Transformers	movie,	or	when	they	

launch	UberEATS	in	markets	where	their	core	service	is	banned.	In	a	similar	way,	Airbnb	leverages	

their	flexible	organization,	to	constantly	stay	innovative	and	continuously	improve	communication	

between	its	peers	as	new	technologies	such	as	smart	watches	are	built.	All	this	coincides	with	the	

literature	that	states	that	organizational	characteristics	are	one	of	the	most	 influential	factors	of	

Born	Global	companies.		

6.3.2	Local	Understanding			

Throughout	the	literature,	it	is	mentioned	how	building	relationships	with	local	players	contribute	

to	getting	a	better	understanding	of	the	local	markets	thereby	facilitating	internationalization.	

	

	



	 110	

“In	the	big	scheme	of	things,	the	problems	in	the	parking	industry	are	the	same	globally.	However,	

there	 are	 always	 local	 differences	 that	 we	 may	 (or	 may	 not)	 need	 to	 take	 into	 account	 when	

operating	in	different	markets.	Local	market	knowledge	is	important	in	decision	making”	

- Matias	Lindroos,	CEO	&	Founder	ParkMan	(Appendix	1)	

	

Having	 a	 local	 understanding	 of	 the	market,	 especially	 if	 it	 is	 a	 highly	 regulated	market	 is	 very	

important.	 It	 enables	 the	 companies	 to	understand	 the	market	 in	which	 they	operate,	 enabling	

them	 to	 make	 better	 decisions.	 Matias	 does	 not	 specifically	 mention	 how	 their	 users	 and	 the	

information	 they	 generate,	 lets	 ParkMan	 better	 understand	 the	 market.	 But	 as	 ParkMan	 is	 a	

platform-based	company,	where	users	interact,	the	generated	data	gives	ParkMan	valuable	insight	

into	the	market.	

As	Airbnb	and	Uber	are	platform-based	companies,	that	generate	valuable	data	with	

every	 interaction	 their	 users	 make	 on	 their	 platform,	 they	 do	 not	 need	 this	 type	 of	 local	

relationships	to	the	same	extent	as	traditional	Born	Global	companies.	This	 is	due	to	Airbnb	and	

Uber	 getting	 to	 know	 the	markets	 to	 perfection,	 by	 analyzing	 their	 users	 behavior	 through	 the	

data	they	generate	on	the	platforms.	In	relation	to	the	Resource-based	View,	this	gives	Airbnb	and	

Uber	 an	 intangible	 resource	 of	 knowledge	 that	 cannot	 be	 generated	 in	 any	 other	 way.	 It	 is	

important	to	understand	that	the	literature	has	limitations	in	this	area,	as	the	immense	amount	of	

data	that	the	users	of	Airbnb	and	Uber	generate,	have	never	been	seen	before.	

6.3.3	Lack	of	Resources		

It	is	argued	in	the	literature	that	the	lack	of	resources	that	Born	Global	companies	often	have	can	

hinder	 their	ability	 to	 internationalize	at	 the	pace	they	want.	There	 is	no	doubt	that	Airbnb	and	

Uber	need	investments	to	scale	at	the	pace	they	are	doing,	but	there	are	some	clear	limitations	in	

this	part	of	the	literature.	The	literature	has	its	foundation	in	companies,	where	scaling	into	new	

markets	came	at	high	costs,	such	as	huge	costs	for	building	a	new	hotel	for	instance.	This	new	type	

of	 born	 global	 company	 has	 the	 ability	 to	 scale	 into	 several	 countries	 at	 the	 same	 cost	 that	 it	

would	require	for	a	hotel	to	scale	into	one	country	for	instance.	This	scalability	is	very	attractive	to	

investors,	as	there	is	a	great	potential	for	larger	returns	on	their	investments	in	a	fairly	short	time.	

Clearly	 the	 literature	 does	 not	 take	 into	 account	 how	 easily	 this	 new	 breed	 of	 platform-based	

companies	 in	 the	 sharing	 economy	 can	be	 scaled	 into	new	markets,	 at	 significantly	 lower	 costs	
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than	seen	before.	Not	to	mention	the	easy	access	to	investments	that	this	new	type	of	born	global	

company	has.	

6.4	Environment	

The	 markets	 in	 which	 Born	 Global	 companies	 operate	 have	 proven	 to	 be	 very	 important.	 In	

relation	to	our	two	case	studies	we	now	understand,	that	what	in	the	literature	would	normally	be	

considered	a	bad	environment	for	a	Born	Global	company	can	actually	end	up	providing	the	best	

factors	for	new	Born	Global	companies	to	succeed.	Having	analyzed	our	two	case	companies,	we	

have	found	that	there	are	certainly	some	similarities	with	the	literature.	Simultaneously	there	are	

also	some	very	 important	 limitations	that	clearly	show	that	markets	and	Born	Global	companies	

are	changing	at	immense	speed.	

	 Our	research	has	shown,	that	the	environment	 in	which	this	new	type	of	platform-

based	Born	Global	companies	operate,	are	very	important.	Contrary	to	what	the	literature	tells	us,	

traditional	 and	 stagnated	 offline	 industries	 seems	 to	 be	 a	 perfect	 place	 for	 disruptions,	 as	

companies	 by	 bringing	 the	 industries	 online	 can	 improve	 communication	 of	 information	 and	

thereby	 leverage	 existing	 supply	 better	 than	 seen	 before.	 There	 are	 some	 similarities	 when	 it	

comes	to	reasons	why	companies	decide	to	 internationalize,	but	most	 importantly	the	 literature	

has	 some	big	 limitations	when	 it	 comes	 to	what	 type	of	 industries	 that	 are	 the	best	 for	 a	Born	

Global	company.	

6.4.1	The	Markets	

Having	reviewed	the	literature,	we	have	found	certain	similarities	between	our	research	and	the	

literature.	Airbnb	and	Uber	were	both	 founded	and	first	 launched	 in	 the	USA,	a	market	 that	 for	

both	 companies	 was	 enormous.	 Normally,	 one	 would	 assume	 that	 when	 launching	 in	 a	 huge	

market,	the	need	for	early	internationalization	is	not	as	immediate	as	companies	originating	from	

countries	where	the	domestic	market	is	considered	small.	Parts	of	the	literature	tells	us	that	some	

UK	 companies	 decided	 to	 internationalize	 due	 to	 the	UK	market	 being	 too	 small.	 But	 the	 same	

scholar	also	tells	us,	that	the	reasons	for	early	internationalization	might	differ	from	Born	Global	

companies	 operating	 in	 large	 markets	 such	 as	 the	 USA,	 compared	 to	 Born	 Global	 companies	

operating	 in	 smaller	 markets.	 The	 fact	 that	 the	 literature	 acknowledges	 that	 reasons	 for	

internationalization	 might	 differ,	 and	 is	 not	 solely	 dependent	 on	 the	 size	 of	 the	 market	 is	

consistent	with	our	two	case	companies.	
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We	 have	 during	 our	 research	 come	 to	 understand	 the	 environments	 better,	

therefore	we	now	have	a	better	understanding	of	how	Uber	has	entered	an	industry	that	is	highly	

regulated.	Airbnb	on	the	other	hand,	has	entered	an	industry	where	they	so	far	have	met	very	few	

obstacles.	 In	 the	 literature,	 it	 is	 argued	 that	 Born	 Global	 companies	 undergo	 early	

internationalization	 because	 the	 world	 markets	 are	 becoming	 more	 liberalized.	 This	 is	 very	

consistent	with	 Airbnb,	 as	 they	 really	 leverage	 the	 highly	 liberalized	markets,	 enabling	 them	 to	

launch	operations	 around	 the	world.	Having	 analyzed	 the	 taxi	 industry,	 it	 can	 at	 first	 glance	be	

difficult	to	find	any	similarities	between	the	literature	and	Uber	in	this	area.	But	just	as	Airbnb	has	

been	able	to	leverage	the	liberalized	markets,	so	has	Uber,	because	by	completely	rethinking	the	

industry,	 they	 have	 in	 most	 cases	 been	 able	 to	 bypass	 regulations	 and	 thereby	 leverage	 the	

liberalized	markets.	

6.4.2	High	Growth	Industries	

One	 of	 the	 most	 important	 factors	 mentioned	 in	 the	 literature	 as	 supporting	 early	

internationalization,	 is	entering	a	high	growth	market.	 In	relation	to	Airbnb	and	Uber,	they	have	

certainly	 not	 entered	 industries	 with	 high	 growth.	 Quite	 the	 opposite,	 they	 have	 entered	 two	

industries	 that	 had	 been	 growing	 steadily	 for	 decades,	 as	 the	 demand	 for	 transportation	 and	

accommodation	has	gradually	increased.		

When	 looking	 into	 our	 two	 case	 companies,	 we	 find	 certain	 similarities	 in	 both	

industries,	similarities	that	we	believe	have	been	facilitators	for	disruption.	Both	industries	–	the	

taxi	 and	hotel	 industry	–	are	old	 industries	 that	both	offer	an	offline	 service.	Especially	 the	 fact	

that	the	service	offered	is	offline	is	very	important,	because	that	means	that	for	decades’	no	one	

could	imagine	that	technology	could	be	implemented	the	way	it	has	been	by	Airbnb	and	Uber.	By	

implementing	technology,	Airbnb	and	Uber	were	able	to	completely	rethink	everything	from	value	

creation	to	value	consumption.	

	 In	 relation	 to	 disrupting	 an	 existing	 market,	 we	 asked	 Matias	 how	 the	 ParkMan	

product	 is	disrupting	 the	parking	 industry.	His	answer	was	clear,	and	 in	 line	with	what	we	have	

found	for	Airbnb	and	Uber.		
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“We	 believe	 that	 we	 can	 disrupt	 the	 parking	 industry	 by	 bringing	 simplicity,	 and	 "perfect	

information"	to	the	industry.”	

- Matias	Lindroos,	CEO	&	Founder	ParkMan	(Appendix	1)	

	

The	parking	industry	just	like	the	taxi	 industry	have	been	regulated	by	the	governments	since	its	

inception,	and	as	we	have	seen	with	Airbnb	and	Uber,	the	industry	has	been	offline	for	decades.	

When	an	industry	is	offline,	it	is	difficult	to	communicate	information	in	the	way	an	online	industry	

can	 do	 it.	 But	 by	 taking	 the	 industry	 online,	 it	 becomes	 possible	 to	 better	 communicate	

information.	 Thereby	 leveraging	 the	 already	 existing	 supply	 of	 parking	 lots	 better,	 instead	 of	

increasing	 supply.	 In	 relation	 to	 optimizing	 the	 parking	 industry,	 Matias	 too	 is	 looking	 in	 the	

direction	of	a	sharing	economy,	to	utilize	unused	supply.		

	

“I	used	to	live	in	downtown	helsinki	while	studying	economics.	When	I	walked	through	the	yard	of	

my	appartment	building,	I	noticed	that	all	of	the	parking	lots	were	empty.	When	I	stepped	out	on	

the	street,	all	street-parking	lots	were	full,	and	people	had	a	hard	time	finding	parking	lots.	As	an	

economics	 student,	 this	 caught	 my	 interest	 and	 I	 wanted	 to	 understand	 the	 reason	 for	 this	

mismatch	 in	supply	and	demand.	That	gave	me	the	original	 idea:	 I	should	build	a	website	where	

people	can	rent	their	driveways	to	people	who	need	parking.”	

- Matias	Lindroos,	CEO	&	Founder	ParkMan	(Appendix	1)	

	

Thereby	 leveraging	 the	 already	 existing	 supply	 of	 parking	 lots	 better,	 instead	 of	 building	 new	

supply.	This	 is	exactly	what	both	Airbnb	and	Uber	have	done	too.	 It	appears	to	be	the	way	that	

these	new	platform-based	Born	Global	companies	disrupts	stagnated	industries.	

By	 approaching	 the	 industries	 with	 a	 platform-based	 sharing	 approach,	 they	 have	

created	new	industries,	that	basically	solve	the	same	demand	as	the	taxi	and	hotel	industry,	these	

new	industries	have	a	huge	potential	for	growth	since	they	start	from	scratch.	This	means,	that	as	

Airbnb	and	Uber	have	gained	traction,	the	industries	have	turned	into	some	of	the	fastest	growing	

industries	 in	 the	world.	 Industries	 considered	 as	 blue	 oceans,	 where	 the	market	 potentials	 are	

huge	and	open	for	everyone	to	grab.	
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Clearly	 there	 are	 some	 limitations	 in	 the	 literature	 in	 this	 area,	 as	 what	 we	 have	

found	 is	 very	 contrary	 to	 the	 literature	 explaining	 that	 high	 growth	 industries	 are	 the	 best	

facilitators	 for	 early	 internationalization	 of	 Born	 Global	 companies.	 There	 seems	 to	 be	 a	 clear	

potential	in	these	years	to	disrupt	and	revolutionize	industries	that	offer	an	offline	service,	and	we	

believe	that	this	is	something	we	will	see	in	many	industries	in	the	coming	years.	To	support	this	

limitation,	 literature	also	states	that	 internationalization	is	normally	seen	in	knowledge	intensive	

industries.	

6.5	Strategy	

The	strategy	chosen	by	Born	Global	companies	can	definitely	be	one	of	the	most	influential	factors	

for	a	young	Born	Global	company.	Throughout	the	literature,	we	are	told	how	various	strategies	

influence	 Born	 Global	 companies	 and	 which	 strategies	 should	 be	 favored	 over	 others.	 Having	

explored	 our	 two	 case	 companies,	we	 have	 found	 that	when	 it	 comes	 to	 secondary	 strategies,	

there	 are	 some	 similarities	 between	 our	 case	 companies	 and	 the	 literature.	 However,	 when	

looking	into	the	overall	strategy	of	the	companies,	the	literature	appears	to	have	some	limitations,	

when	it	comes	to	documenting	the	best	approach	for	young	Born	Global	companies.	

	 It	is	clear	that	both	Airbnb	and	Uber	are	well	aware	of	the	value	their	users	bring	to	

the	 platforms	 they	 operate.	 In	 relation	 to	 operational	 economics,	 and	 the	 company’s	 ability	 to	

scale	there	are	some	similarities	with	the	literature.	But	we	have	also	learned,	that	literature	has	

some	major	limitations	when	it	comes	to	the	overall	strategies	of	the	companies.	Up	until	reasent	

years,	no	one	could	have	predicted	the	scalability	and	capability	for	disrupting	old	industries	that	

sharing	platforms	could	bring.	The	literature	does	not	take	into	account	the	huge	investments	that	

we	see	especially	in	the	tech	world,	where	companies	can	easily	get	huge	investments	if	their	user	

base	is	growing.	

6.5.1	Operational	Economics	

In	relation	to	the	two	companies	we	have	studied,	it	is	obvious	that	they	have	a	product	that	can	

easily	be	scaled	without	any	linear	costs.	This	enables	them	to	launch	in	cities	worldwide	with	very	

few	operational	 investments,	besides	small	operations	 teams.	 In	 the	 literature	we	are	 told,	 that	

Born	 Global	 companies	 can	 succeed	without	 having	 a	well	 established	 domestic	 base,	 which	 is	

very	similar	to	our	two	companies.	They	have	both	leveraged	the	fact	that	they	can	scale	to	new	
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places	at	immense	speed,	and	then	later	work	on	building	a	sustainable	position	and	structure	in	

each	market.	

	 Airbnb	and	Uber	can	clearly	leverage	their	scalability	and	enter	foreign	markets	with	

very	low	investments	needed.	We	wanted	to	get	Matias’	opinion	on	this,	to	clarify	if	this	is	also	the	

case	for	smaller	companies	in	other	industries.	So	we	asked	him	what	the	costs	related	to	scaling	

ParkMan	 into	new	markets	was,	and	by	stating	 that	 salaries	account	 for	90%	of	 the	costs	when	

entering	new	markets,	he	confirmed	our	 findings.	All	 that	 is	needed	for	ParkMan	to	scale	 into	a	

new	country,	is	one	single	person,	a	country	manager.	

“We	have	noticed	that	we	need	local	precsence	in	the	form	of	a	country	manager	in	each	country.	

Salaries	account	for	90%	of	the	costs	when	entering	a	new	market.	After	entering	a	market,	and	

scaling	IN	that	market,	more	money	will	be	spent	on	marketing.”	

- Matias	Lindroos,	CEO	&	Founder	ParkMan	(Appendix	1)	

6.5.2	Overall	Strategy	

Throughout	 the	 literature	 the	 importance	of	choosing	 the	right	strategy	 is	discussed	as	being	of	

utmost	 importance.	 The	 literature	 in	 general	 tells	 us	 how	 a	 differentiation	 strategy	 should	 be	

preferred	 for	 a	 young	 company,	 whereas	 a	 cost	 leadership	 strategy	 is	 absolutely	 not	 the	 best	

choice	for	a	young	company.	

When	looking	into	Airbnb	and	Uber,	it	has	become	clear	to	us	that	their	strategy	is	in	

direct	 conflict	with	 the	 literature	on	Born	Global	 companies	 in	 this	 area.	 Both	Airbnb	and	Uber	

have	gone	with	a	“Stuck	 in	 the	middle”	 strategy,	where	 they	differentiate	 significantly	 from	the	

traditional	industries	in	which	they	operate.	While	differentiating	themselves,	they	simultaneously	

run	a	cost	 leadership	structure.	First	of	all,	 their	 cost	 leadership	strategy	 is	 targeted	 toward	 the	

competition	 in	 the	 traditional	 industries	as	 this	 is	where	 the	demand	 is	 in	 the	beginning.	But	as	

they	begin	to	see	competition	from	companies	similar	to	themselves,	such	as	with	Uber	and	Lyft	in	

the	USA,	they	engage	in	an	aggressive	cost	leadership	war,	where	they	even	loose	money	per	ride	

they	 facilitate.	 It	 should	 be	mentioned	 that	 Airbnb	 does	 not	 face	 the	 same	 type	 of	 aggressive	

competition	from	similar	companies	yet.	

There	is	no	doubt	that	a	young	Born	Global	company	can	not	afford	to	loose	money	

on	 their	 service	 in	 the	 long	 term,	however	as	both	Airbnb	and	Uber	have	 created	a	blue	ocean	

market,	the	demand	is	so	high	that	they	can	easily	scale	into	new	markets	and	acquire	economies	
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of	 scale,	 enabling	 them	 to	 loose	 money	 in	 some	 markets	 because	 they	 earn	 money	 in	 other	

markets.	However,	as	the	potential	profits	are	so	huge	in	both	cases	and	the	users	hold	the	real	

value	and	not	their	product,	it	appears	to	be	more	important	to	scale	and	acquire	market	shares	in	

these	new	markets,	than	it	is	to	actually	be	profitable.	

Both	 companies	 have	 undergone	 large	 funding	 rounds,	 securing	 them	 billions	 of	

dollars	 for	 growth.	 These	 investments,	 combined	 with	 the	 companies	 having	 created	 new	

untouched	blue	ocean	markets,	enable	them	to	approach	operations	from	both	a	differentiation-	

as	well	as	a	cost	leadership	strategy.	Last	but	not	least,	it	should	be	mentioned,	that	even	though	

they	 run	a	 cost	 leadership	 strategy,	 their	margins	 are	often	better	 than	 those	 in	 the	 traditional	

industries,	simply	because	they	do	not	own	the	supply	they	only	take	a	cut	per	transaction.	

6.5.3	Customer	Oriented	

The	literature	explains,	that	young	Born	Global	companies	must	tailor	their	strategy	towards	each	

foreign	market	 they	enter.	 To	 some	extent	we	 find	 it	 to	be	 similar	with	 the	 approach	 taken	by	

Airbnb	and	Uber,	where	especially	Airbnb	has	put	a	great	effort	into	adapting	their	service	to	local	

markets	 through	 initiatives	 such	 as	 translation.	 However,	 the	 service	 offered	 by	 Airbnb	 in	 the	

countries	they	enter,	 is	the	same	everywhere.	The	supply	might	be	different,	as	accommodation	

types	vary	around	the	world,	but	in	general	Airbnb	does	not	tailor	their	entire	strategy,	including	

pricing	 and	more.	Uber	 on	 the	 other	 hand	 corresponds	 better	with	 the	 literature	 better	 in	 this	

area.	They	are	the	ones	setting	the	prices	in	each	city	they	enter,	and	in	the	cities	they	face	legal	

issues	that	force	them	to	shut	down	their	ridesharing	operations,	they	launch	other	services	such	

as	UberEATS	instead.	

Both	Airbnb	and	Uber,	are	very	customer	oriented	in	their	strategy.	They	know	that	

the	users	hold	the	true	value,	therefore	they	will	go	a	 long	way	to	keep	them	happy.	Both	have	

launched	referral	programs,	so	that	users	can	earn	free	rides	or	accommodation	while	growing	the	

platform.	 According	 to	 literature	 this	 customer-oriented	 focus	 is	 very	 important,	 as	 the	 value	

generated	 by	 the	 customers	 can	 help	 the	 companies	 drive	 key	marketing	 strategies.	 However,	

literature	about	this	area	is	from	before	the	iPhone	was	first	released,	thereby	we	find	it	hard	to	

imagine	that	scholars	could	have	predicted	the	immense	value	users	generate	on	platforms	today.	

	



	 117	

6.6	Approach	to	Market	Entry	

In	the	following	an	understanding	of	the	similarities	and	limitations	within	the	approach	to	market	

entry	will	be	discussed	and	held	up	against	the	literature.	When	internationalizing,	the	approach	

taken	 by	 Airbnb	 and	Uber	 are	 in	 some	ways	 similar	 to	 that	mentioned	 in	 the	 literature,	 but	 in	

many	ways	it	is	very	different,	showing	clear	limitations	in	the	literature.	

	 We	have	realized	that	Airbnb	and	Uber	are	somewhat	similar	to	the	traditional	Born	

Global	companies	researched	 in	the	 literature,	but	the	major	 limitation	 is	 the	 importance	of	the	

users	 and	 in	 that	 relation	 the	 first	 mover	 advantage.	 The	 users,	 and	 through	 their	 getting	 to	

control	the	majority	of	the	supply	and	demand	first	are	of	the	utmost	importance,	which	literature	

does	not	address.		

6.6.1	Rapid	Internationalization	

“Internationalize	first,	think	later”	seems	to	be	the	mentality	that	both	Airbnb	and	Uber	have,	as	

they	want	to	exploit	their	first	mover	advantage	everywhere	there	is	a	demand	for	their	product.	

As	we	 asked	Matias	what	 their	main	 reasons	 to	 internationalize	were,	we	 learned	 that	 it	 is	 all	

about	grapping	market	share	before	competitors	do.	

	

“We	want	to	grab	marketshare	in	all	markets	as	quickly	as	possible.	Every	car	driver	in	the	world	

should	be	using	the	app,	before	they	start	using	some	other	parking	app.”	

- Matias	Lindroos,	CEO	&	Founder	ParkMan	(Appendix	1)	

	

Contrary	 to	 traditional	 well-planned	 and	 cautious	 internationalization	 strategies,	 where	 the	

process	 of	 internationalizing	 is	 divided	 into	 stages,	 Airbnb	 and	 Uber	 have	 a	 very	 aggressive	

approach	to	internationalization.	The	literature	on	traditional	Born	Global	companies	explains	how	

there	 is	 a	 shift	 away	 from	well-planned	 stages	 of	 internationalization,	 to	 becoming	more	direct	

and	 rapid.	 This	 is	 also	 the	 case	 for	 Airbnb	 and	 Uber	 as	 they	 both	 have	 had	 their	 emphasis	 on	

internationalizing	 at	 an	 early	 stage.	 When	 comparing	 Airbnb	 and	 Uber	 to	 the	 literature,	 it	 is	

apparent	 that	 they	 both	 have	 been	 able	 to	 internationalize	 at	 a	 pace	 that	 has	 not	 been	 seen	

before	from	a	Born	Global	company.	We	have	previously	mentioned	the	international	experience	

of	founders	and	investors.	In	relation	to	the	pace	in	which	Airbnb	and	Uber	internationalize,	it	 is	

apparent	 that	 both	 international	 experience	 as	 well	 as	 the	 financial	 funding	 they	 have	 both	
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secured,	 have	 enabled	 them	 to	 internationalize	 at	 the	 pace	 they	 have.	 Another	 aspect	 of	 the	

literature	is	that	Born	Global	companies	that	internationalize	before	competitors	tend	to	perform	

better	than	their	competition.	 In	the	case	of	Airbnb	and	Uber	 it	can	be	hard	to	assess	how	they	

would	 do	 compared	 to	 their	 direct	 competitors,	 as	 these	 competitors	 have	 not	 yet	

internationalized,	but	rather	stayed	in	their	domestic	markets	where	they	are	putting	up	a	fierce	

fight	with	Uber.	Airbnb	and	Uber	have	internationalized	at	the	pace	they	have	to	be	able	to	gain	

the	 advantage	of	 being	 a	 first	mover.	 For	 peer-to-peer	platform	 companies	where	users	 are	 an	

essential	part	of	the	quality	of	the	service	offered,	entering	markets	first	to	secure	the	users	has	a	

great	impact	on	the	company’s	future	ability	to	compete	against	its	competitors.	

Airbnb	 and	Uber	 have	managed	 to	 create	 the	 largest	 user	 base	 in	most	 countries,	

which	creates	little	incentive	for	users	to	change	to	competitors	with	smaller	amount	of	users,	as	

the	 service	 on	 these	 platforms	 will	 be	 of	 lesser	 quality.	 In	 return	 this	 makes	 it	 harder	 for	

competitors	to	enter	already	taken	markets.	It	can	definitely	be	discussed	what	the	impact	will	be	

if	a	competitor	enters	a	foreign	market		

Platform	 based	 companies	 in	 the	 sharing	 economy,	 can	 leverage	 the	 positive	

network	effect	 that	 their	users	generate,	because	when	they	possess	 the	majority	of	 the	supply	

and	demand,	 there	 is	 little	 incentive	 for	users	 to	switch	to	a	smaller	competitor	with	 less	users.	

This	makes	it	harder	for	competitors	to	enter	already	taken	markets.	It	can	be	discussed	what	the	

influence	will	be	when	competitors	internationalize	but	what	we	have	seen	so	is	that	users	are	the	

core	component	to	having	a	competitive	advantage	and	first	movers	have	the	ability	to	create	the	

largest	user-base	as	there	are	no	alternatives.		

The	literature	tells	us	that	Born	Global	companies	tend	to	follow	a	more	traditional	

internationalization	 strategy	 such	as	Uppsala,	 though	 they	 skip	 some	of	 the	 stages.	We	can	 see	

that	Airbnb	and	Uber	to	some	extent	fit	this	description,	especially	Uber	that	builds	local	teams	in	

each	 market	 they	 enter.	 It	 is	 important	 to	 mention	 though,	 that	 especially	 Airbnb	 that	

internationalizes	 to	countries	before	they	build	a	 local	 team	presence	there,	 they	 in	a	way	have	

turned	 the	 traditional	 internationalization	 approach	 upside	 down,	 so	 that	 they	 first	 launch	

operations,	and	then	later	build	an	organization	in	the	markets.	
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6.6.2	Proactive	Approach	

In	 the	 process	 of	 achieving	 a	 competitive	 advantage,	 the	 literature	 states	 that	 Born	 Global	

companies	 are	 aggressively	 seeking	 learning	 in	 foreign	 markets	 and	 in	 that	 relation	 have	 a	

proactive	approach	to	problem	solving.	Not	much	has	changed	when	comparing	Airbnb	and	Uber	

to	 the	 traditional	 Born	 Global	 companies	 in	 the	 literature	 as	 both	 Airbnb	 and	 Uber	 have	 built	

flexible	 organizations	 and	 products	 that	 can	 overcome	 complications	 related	 to	

internationalization.	The	organization	and	product	of	both	companies	are	build	to	be	able	to	solve	

these	internationalization	problems,	but	once	they	have	internationalized	and	internationalization	

is	no	longer	the	primary	focus,	they	will	face	new	issues	they	have	to	address	as	they	mature.	Uber	

has	 been	 the	 company	 that	 has	 faced	 the	 largest	 problems	 with	 regulatory	 systems	 trying	 to	

create	 sanctions	 to	 stop	 Uber.	 Uber	 is	 also	 the	 company	 that	 has	 created	 the	 most	 flexible	

organization	by	using	localized	teams	that	only	have	one	city	or	country	to	operate	within.		

It	 can	be	concluded	that	 the	more	problems	a	company	encounters	as	 they	 internationalize	 the	

more	 local	 their	organization	needs	 to	be,	as	 localized	 teams	can	easier	handle	problem	solving	

with	local	municipal	systems.	

6.6.3	First	Mover	Advantage	

Though	not	really	mentioned	in	the	literature,	we	have	found,	that	first	mover	advantage	is	one	of	

the	single	most	important	influencers	to	early	internationalization.	Therefore	we	will	now	discuss	

the	impact	a	first	mover	advantage	has	a	little	further.	The	direct	competitors	of	especially	Uber	

have	not	yet	internationalized,	but	instead	decided	to	focus	on	their	domestic	markets,	most	likely	

because	they	acknowledge	the	importance	of	first	mover	advantage.	Airbnb	and	Uber	were	both	

launched	in	the	USA,	giving	them	first	mover	advantage.	Later	Uber	got	a	US	competitor	 in	Lyft,	

and	what	we	have	seen	there	is	how	Lyft	has	struggled	to	gain	traction	in	the	USA,	simply	because	

all	the	supply	and	demand	was	already	on	the	Uber	platform.	In	China	and	India,	the	scenario	has	

been	reversed,	as	Uber	did	not	have	first	mover	advantage	in	these	lucrative	countries.	In	China,	

we	have	learned	how	they	are	loosing	one	billion	dollars	annually	in	their	fight	against	Didi	Kuaidi.	

Didi	Kuaidi	 is	a	merger	of	 two	huge	competitors	 in	China	 that	have	merged	 in	order	 to	position	

themselves	stronger	in	the	fight	against	Uber.	

As	we	can	see,	Uber	faces	fierce	competition	in	the	markets	where	they	do	not	have	

first	 mover	 advantage,	 and	 in	 the	 USA	 where	 they	 have	 first	 mover	 advantage,	 their	 direct	
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competitor	Lyft	has	struggled	for	years,	spending	billions	of	dollars	to	gain	traction.	Clearly	gaining	

a	positive	network	effect	first	is	of	the	utmost	importance	to	Uber	and	their	direct	competitors.		

Airbnb	does	not	 face	the	same	type	of	 fierce	competition	 in	specific	markets.	They	

do	have	direct	competitors	as	mentioned	previously,	but	the	competition	is	nowhere	near	that	of	

Ubers	competitors.	The	reason	for	this	is,	that	where	Uber	can	gain	a	positive	network	effect	that	

is	 local,	and	 thereby	scare	off	 competitors,	Airbnb	 is	a	 travel	platform	and	 the	positive	network	

effect	they	have	built	is	thereby	global.	The	first	mover	advantage	of	Airbnb	clearly	has	scared	off	

many	competitors,	as	they	have	not	been	able	to	find	any	countries	where	they	–	like	Didi	Kuaidi	–	

could	benefit	from	a	first	mover	advantage.	

In	 relation	 to	 the	 literature,	 the	 first	mover	 advantage	 is	 not	 really	 explained	 in	depth.	 This	we	

believe	 is	 due	 to	 the	 fact,	 that	 there	 is	 a	major	 difference	 between	 the	 traditional	 Born	Global	

companies	studied	in	the	literature,	and	the	new	breed	of	platform-based	Born	Global	companies	

where	 the	 value	 lies	 in	 their	 users	 and	 not	 the	 product	 itself.	 The	 importance	 of	 first	 mover	

advantage	is	a	lot	bigger	when	the	users	hold	the	value,	and	not	the	product.	

6.6.4	Introducing	Technology	

From	 the	 literature	 we	 have	 come	 to	 understand,	 that	 traditional	 Born	 Global	 companies	

overcome	 obstacles	 by	 introducing	 technology	 to	 generate	 competitive	 advantages	 and	 by	

networking	to	develop	alliances.	This	is	to	some	extent	correct	when	it	comes	to	Airbnb	and	Uber,	

but	there	are	also	some	limitations	in	this	part	of	the	literature,	as	there	are	actually	two	scenarios	

to	take	into	consideration	when	talking	about	new	Born	Global	companies	like	Airbnb	and	Uber.		

When	Airbnb	and	Uber	enter	new	markets,	 their	way	of	overcoming	obstacles	 is	very	similar	 to	

the	 literature,	 as	 their	 technology	 provides	 them	with	 a	major	 competitive	 advantage	 over	 the	

traditional	industries.	The	limitations	in	the	literature	arise	when	companies	like	Airbnb	and	Uber	

enter	 markets	 where	 there	 is	 already	 a	 direct	 local	 competitor	 like	 Didi	 Kuaidi.	 Because	 when	

facing	competition	from	direct	competitors,	 the	technology	can	no	 longer	provide	a	competitive	

advantage,	 simply	 due	 to	 the	 lack	 of	 knowledge	 intensity	 in	 the	 product.	 Thereby	 it	 is	 in	 these	

markets	 the	 users	 and	 not	 the	 technology	 itself	 that	 decides	 who	 possesses	 the	 competitive	

advantage.	
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7. Conclusion 
During	this	master	thesis,	we	have	examined	the	research	question:	How	do	platform-based	Born	

Global	 companies	 in	 the	 sharing	 economy	differentiate	 themselves	 compared	 to	 the	 traditional	

Born	Global	companies	researched	in	the	literature?	

In	the	following	we	will	answer	the	research	question,	reflect	on	our	research	process	and	propose	

further	research.	

7.1	Answering	The	Research	Question	

We	have	found	that	platform-based	companies	 in	the	sharing	economy	are	extremely	reliant	on	

acquiring	users	to	gain	a	positive	network	effect,	making	it	very	difficult	for	competitors	to	enter	

the	 market.	 In	 comparison	 to	 the	 traditional	 Born	 Global	 companies,	 the	 true	 value	 of	 the	

platform-based	Born	Global	companies	in	the	sharing	economy	now	lies	in	their	users,	and	not	in	

the	product	 itself.	Once	 a	Born	Global	 company	 in	 the	 sharing	 economy	has	 secured	 a	 positive	

network	 effect,	 the	majority	 of	 the	 supply	 and	 demand	will	 be	 found	 on	 their	 platform,	which	

continuously	brings	more	value	 to	existing	users	as	well	as	new	users.	 In	 return	 this	gives	users	

very	little	incentive	to	switch	to	a	competitor	with	less	supply	and	demand.	

	 The	literature	on	traditional	Born	Global	companies	to	some	extent	provides	an	up	to	

date	understanding	of	the	human	capital	within	our	two	case	companies.	What	we	have	found,	is	

that	factors	such	as	a	flexible	organization	and	aggressive	approach	to	 learning	are	 important	to	

both	traditional	Born	Global	companies	as	well	as	Born	Global	companies	in	the	sharing	economy.	

However,	 international	 experience	 in	 founders	 is	 no	 longer	 as	 important	 as	 literature	 explains,	

simply	because	knowledge	in	this	area	can	be	obtained	via	other	channels	such	as	investors.	

	 When	researching	Airbnb	and	Uber	and	the	markets	in	which	they	operate,	we	have	

found	 that	 the	 literature	 has	 some	 obvious	 limitations.	 In	 our	 research,	 first	 mover	 advantage	

when	entering	new	markets	showed	to	be	of	the	utmost	importance,	simply	because	the	users	are	

the	real	value	in	the	sharing	economy.	In	the	literature	this	is	not	mentioned	as	a	decisive	factor.	It	

is	 clear	 that	 the	 literature	 does	 not	 take	 into	 account,	 how	 platform-based	 companies	 in	 the	

sharing	 economy	 can	 disrupt	 traditional	 industries	 by	 completely	 rethinking	 the	 industry.	 The	

literature	 has	major	 limitations	 in	 this	 area,	 as	 it	 suggests	 quite	 the	 opposite	 to	what	we	 have	

found	 in	 our	 research.	 The	 literature	 explains	 how	 entering	 high	 growth	 markets	 with	 a	

differentiation	 strategy	 should	 favored	 by	 Born	 Global	 companies.	 However,	 we	 have	 when	
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looking	 into	platform-based	Born	Global	companies	 in	 the	sharing	economy	we	have	 found	that	

they	should	enter	an	industry	with	low	growth	that	has	stagnated.	By	rethinking	the	industry,	they	

can	 introduce	 technology	 to	 leverage	 existing	 but	 unused	 supply,	 thereby	 differentiating	 them	

from	existing	competition,	while	simultaneously	being	able	to	run	a	cost	leadership	strategy.	

	 We	can	conclude	that	the	literature	to	some	extent	still	holds	value	when	analyzing	

platform-based	Born	Global	 companies	 in	 the	 sharing	 economy.	 	 The	 literature	 is	 up	 to	 date	 in	

human	 capital-intensive	 areas	 such	 as	 the	 organization,	 but	 when	 analyzing	 reasons	 for	

internationalization	as	well	as	the	environments,	the	literature	has	clear	limitations.	

	

7.1	Reflections	On	The	Research	Process	and	Questions	For	Further	Research	

Our	 literature	 provides	 an	 extensive	 foundation	 and	 understanding	 of	 the	 Born	 Global	

phenomenon,	which	ensures	a	proper	understanding	of	the	research	we	conduct	during	our	case	

studies	and	analysis.	By	first	conducting	the	literature	review,	we	were	able	to	have	a	consistent	

structure	 throughout	 our	 master	 thesis,	 ensuring	 that	 it	 is	 easier	 for	 the	 reader	 to	 follow	 our	

findings	and	their	relevance	throughout	the	chapters.	

	 As	leveraging	unused	resources	becomes	more	popular	the	sharing	economies	are	in	

rapid	development,	but	were	we	to	conduct	this	research	again,	we	would	most	likely	have	chosen	

a	similar	process,	as	the	essential	areas	of	platform-based	Born	Global	companies	 in	the	sharing	

economies	are	the	same.	However,	were	we	to	start	with	the	research	now,	we	would	probably	

have	spent	more	time	trying	to	get	first	hand	answers	from	employees	in	our	two	case	companies	

to	confirm	our	findings	about	our	case	companies.		

If	we	had	more	time	for	this	master	thesis,	we	would	have	 investigated	the	 impact	

that	the	investors	have	on	these	young	Born	Global	companies,	as	our	findings	point	towards	the	

investors	bringing	valuable	international	experience	to	the	companies.	

This	master	thesis	poses	areas	that	we	think	could	be	subject	to	further	research.	It	

would	 be	 interesting	 to	 thoroughly	 investigate	 areas	 such	 as	 the	 impact	 investors	 and	 advisors	

have	on	the	companies,	as	we	have	noticed	a	shift	towards	inexperienced	founders,	leveraging	the	

experience	of	 investors.	Researching	the	 investors	would	provide	an	 interesting	perspective	 into	

their	role	and	impact	on	the	overall	performance	of	the	companies.	
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Our	 research	 has	 shown,	 that	 there	 is	 a	 clear	 shift	 in	 where	 the	 value	 lies	 when	

comparing	 traditional	 Born	 Global	 companies,	 to	 platform-based	 Born	 Global	 companies	 in	 the	

sharing	economy.	It	would	be	very	interesting	to	further	examine	the	importance	of	the	users	and	

especially	 how	 companies	 can	 attract	 users	 in	 the	 first	 place,	 before	 they	 acquire	 a	 positive	

network	effect.	

We	have	not	only	contributed	to	a	better	understanding	of	the	existing	Born	Global	

literature,	but	we	have	also	highlighted	certain	areas	that	should	be	researched	further	in	order	to	

better	 understand	 the	 changes	 that	 platform-based	 Born	 Global	 companies	 in	 the	 sharing	

economy	brings.	

Concluding	 this	 master	 thesis,	 we	 have	 found	 that	 in	 several	 areas	 these	 new	

platform-based	 Born	 Global	 companies	 in	 the	 sharing	 economy	 differentiate	 themselves	

significantly	 from	 the	 more	 traditional	 Born	 Global	 companies	 mentioned	 in	 the	 existing	 Born	

Global	literature.	These	new	companies	completely	rethink	entire	industries	and	leverage	already	

existing	supply,	thereby	moving	the	true	value	away	from	the	product	itself	to	be	generated	by	the	

users	on	the	platforms.	This	enables	them	to	disrupt	old	industries	and	scale	at	immense	speed	by	

leveraging	 low	costs	 for	scaling	and	a	positive	network	effect	 from	its	users,	something	that	has	

never	been	seen	before.	
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9. Appendix 1  
 
Hi Matias, 
 
First of all, thank you for taking the time to answer some questions for us. Below you will 
find the questions, feel free to elaborate a little on the questions you see fit. 
- For your information, our master thesis will be classified and thereby not publicly 
available. 
 
1. Did you or your investors have any international experience prior to founding Neligrate 
(ParkMan)? If not how did you obtain your current international experience? 
  
2. Why do you have investors? 
  
3. How does your product disrupt an already existing market? 
  
4. In order to be able to enter foreign markets, how important has it been to offer an 
innovative product? 
  
5. How important is the organisations flexibility and local market knowledge for ParkMan, 
when taking into account the pace that the parking industry evolves these years? 
  
6. What are the costs related to scaling the ParkMan product into new markets? 
  
7. Why did you choose to enter the parking industry? 
  
8. What are the main reasons for ParkMan to internationalize? 
  
9. What is your approach to entering new markets? 
  
10. How important is first mover advantage to a platform based born global company like 
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ParkMan?  
 
Best Regards, 
Christian and Patrick	
 
 
Hello,  
 
See my answers below. Happy to help! 
 
- M 
 
25/05/16, 23:16, Patrick Kongsbak kirjoitti: 
Hi Matias, 
 
First of all, thank you for taking the time to answer some questions for us. Below you will 
find the questions, feel free to elaborate a little on the questions you see fit. 
- For your information, our master thesis will be classified and thereby not publicly 
available. 
 
1. Did you or your investors have any international experience prior to founding Neligrate 
(ParkMan)? If not how did you obtain your current international experience? Our investors 
had experience from building and running international companies, but none of the 
founders had. However, our investors have been in a very passive role so far, so most of 
the team is self-taught. One big part of the main responsibilites a founding team has, is to 
be aware of its incompetency. That way, all founders understand that a constant learning 
experience is a must.   
 
  
2. Why do you have investors? 
 Our Main investor joined at the idea-stage, where we pitched two ideas, and wanted the 
resources to work for a full summer on those ideas. Our two other investos came in, when 
one of the original founders decided to leave the company. In order to buy the shares of 
the leaving founder, the rest of the founders made a deal with 2 serial entrepreneurs who 
joined the company instead of the original founder.  
3. How does your product disrupt an already existing market? 
 In the world of parking, the rules are very strict, and parking companies and municipalities 
set the rules, that car drivers have to obey. The rules however, are so complicated to 
understand, that most car drievrs end up getting parking tickets. We believe that we can 
disrupt the parking industry by bringing simplicity, and "perfect information" to the industry. 
That way, car drivers always know exactly where to park, and what the rules are. People 
will always pay the right price for parking, and the whole parking indsutry will be 10x more 
effective than before. 
4. In order to be able to enter foreign markets, how important has it been to offer an 
innovative product? 
 They say that 50% is about product, and 50% is about distribution. A innovative, attractive 
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product is the first step in creating an impression of the company. The second step is to 
have great people who represent the company, and give the company a "soul".  
5. How important is the organisations flexibility and local market knowledge for ParkMan, 
when taking into account the pace that the parking industry evolves these years? In the big 
scheme of things, the problems in the parking industry are the same globally. However, 
there are always local differences that we may (or may not) need to take into account 
when operating in different markets. Local market knowledge is important in decision 
making, and in adjusting the sales pitch to fit into the local market. 
  
6. What are the costs related to scaling the ParkMan product into new markets? 
We have noticed that we need local precsence in the form of a country manager in each 
country. Salaries account for 90% of the costs when entering a new market. After entering 
a market, and scaling IN that market, more money will be spent on marketing.   
7. Why did you choose to enter the parking industry? 
I used to live in downtown helsinki while studying economics. When I walked through the 
yard of my appartment building, I noticed that all of the parking lots were empty. When I 
stepped out on the street, all street-parking lots were full, and people had a hard time 
finding parking lots. As an economics student, this caught my interest and I wanted to 
understand the reason for this mismatch in supply and demand. That gave me the original 
idea: I should build a website where people can rent their driveways to people who need 
parking.   
8. What are the main reasons for ParkMan to internationalize? 
We want to grab marketshare in all markets as quickly as possible. Every car driver in the 
world should be using the app, before they start using some other parking app.   
9. What is your approach to entering new markets? 
 We first talk to local governemnts (cities) and tell them our vision of the future. Our goal is 
to get the cities / municipalities to understand why they should implement a mobile solution 
for parking. When we have them on board, we start approaching the private parking 
companies, and offer them a way to "lure in" customers who are parking in the streets, into 
the garages.  
10. How important is first mover advantage to a platform based born global company like 
ParkMan?  
A first-mover advantage is not very important in most platform businesses. When looking 
at facebook, youtube, etc.. they all had competitors who tried to do what they did long 
before. In a platform business, it is all about execution. The one platform that starts to 
grow organically, will eventually win the market and achieve a lock-in effect that is very 
hard to break.  
 
 
Best Regards, 
Christian and Patrick 

	


