ZAHRANICNI ZKUSENOSTI

Logistika a jeji vliv na internacionalizaci
jak ¢inské a némeckeé firmy
vstupuji na zahranicni trhy

Za poslednich sto let se vyrazné zlepsily podminky zaméstnavani a realizace preshrani¢nich
ekonomickych aktivit, coz vedlo k nebyvalému nartstu objemu celosvétové vymeény zbozi
a vzniku globalnich hodnotovych Fetézcil. Liberalizace trhil, klesajici prepravni naklady a ob-
rovsky pokrok v oblasti informacnich a komunikaénich technologii umoziiuji vznik celosvétové
provazanych vyrobnich systémi - firmy prochazeji trvalym procesem internacionalizace
s cilem zpFistupnit si moznosti rlistu na novych regionalnich trzich a vyuzivat vyhodnych na-
kladii v jednotlivych zemich nabizejicich specifické zdroje a skladbu nakladii.

Internacionalizace a logistika
PFi vstupu na zahranicni trhy hraji pro interna-
cionalizaci obchodnich aktivit firem dulezitou roli
globalni logistické systémy. Logistika ma schop-
nost premostit propast mezi efektivitou nakladd
v globalnim hodnotovém retézci a primérenym
zakaznickym servisem. Logistika miiZze byt tudiz
Uspésnosti firem v globalni konkurenci.
Priizkum literatury ukazuje, Ze internacionali-
zace byla v minulosti zkoumana z mnoha pohledd,
avsak jen s malym ohledem na logistiku. Na dru-
hou stranu mezinarodni logistické koncepty se za-
méruji zejména na navrhovani a strukturu
globalnich systémil a siti, ale malokdy berou
v (vahu dynamicky proces internacionalizace.

Logistické strategie némeckych

a ¢inskych firem pro oblast vstupu

na nové trhy

S cilem zaplnit tuto mezeru byl proveden pri-
zkum zabyvajici se firemnimi internacionalizac-
nimi postupy z logistického hlediska. Byl
zpracovan Berlinskou technickou univerzitou
(Némecko) ve spolupraci s Univerzitou pro védu
a technologii Huazhong (Wuhan, Cina) a zkoumal
pocinani firem v téchto zemich p¥i globalizaci je-
jich aktivit a umoznil srovnani mezi strategiemi
firem z téchto dvou zemi. Zavéry tohoto prii-
zkumu ukazuji holisticky pohled na zkuSenosti
firem s ohledem na to, jak tyto firmy organizuji
a vyuzivaji logistiku a logistické strategie pFi in-
ternacionalizaci svych spole¢nosti a jakym vy-
zvam v tomto procesu celi.

Vysledky ukazaly, Ze némecké i ¢inské spolec¢nosti
sleduji obsahly soubor cil(i, které ve vétsiné pri-
padi zahrnuji dva aspekty: vyuziti specifickych
vyhod v oblasti naklad(i a zaroven zuzitkovani po-
tencialu ristu prislusného zahraniéniho trhu.
Z tohoto dilvodu hraje zasadni roli p¥i vstupu na
nové trhy integrace nového subjektu do globalni
sité a uspokojeni mistni poptavky.

Proces internacionalizace

Ve snaze analyzovat ¢asovou stranku interna-
cionalizacnich Cinnosti byl vypracovan procesni
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model po sobé jdoucich krokii od prvotniho na-
padu otevrit pobocku na konkrétnim zahranic-
nim trhu az po zavedeni nového logistického
systému a jeho integrace do globalni sité (viz. ob-
razek 1).

Strategické
planovani

Posouzeni nového
trhu

Obrdzek. 1: Procesni model internacionalizace

(1) Posouzeni nového trhu: na zakladé prvotniho
strategického napadu otev¥it pobocku na
konkrétnim trhu nebo v konkrétnim regionu
zaCina proces internacionalizace komplexni
analyzou trhu, tj. vrcholovy management
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hodnoti celkové podminky na cilovém trhu.
JestliZe tato analyza ukaze, Ze vstup na trh je
proveditelny a pravdépodobné splni pFislusné
cile, je prvni faze zakonéena konecnym roz-
hodnutim o otevieni pobocky.

(2) Strategické planovani: stale jesté na Grovni
vrcholového managementu - v této fazi je
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Logistics Department, Berlin University of
Technology

L Zavedeni
';I’gr"f",‘;'r‘l? logistického -
systému

vstup na zahraniéni trh sestaven jako pro-
jekt s €asovym harmonogramem, stanove-
nymi milniky, rozpocty a konkrétnimi cili pro
rtizné firemni funkce. Vysledkem této faze
je ramec, ktery bude voditkem pro provozni
divize firmy p¥i pripraveé jejich akénich plani
v souladu se strategickymi cili vstupu na za-
hraniéni trh.

(3) Logistické planovani: v tizké spolupraci se
vSemi ostatnimi pFislusnymi provozy jsou de-
finovany logistické procesy smérujici dovnitr,
smérujici ven a interni logistické procesy
a jsou vypracovany provadéci plany. K diile-
zitym tématiim v logistickém planovani pat¥i
definovani trovné sluzeb, planované reali-
zacni doby, strategie vedeni zasob, struktura
sité, vypocet kapacity, pridélovani pro-
stredkl (napt. skladil, cross dock kapacit),
integrace informacni techniky, rozhodnuti
o outsourcingu logistiky a pFiprava vybéro-
vych Fizeni.

(4) Zavedeni logistického systému: zde se ukaze,
zda plany a rozhodnuti p¥ijata v poc¢atecnich
fazich spliuji pozadavky realného svéta.
Prace v této fazi probiha na provozni trovni
a vyzaduje organizaci s komplexnimi schop-
nostmi resit problémy, protoZe nenadalé uda-
losti a zmény vedou k nutnosti rychle
reagovat na potize.

Pri zavadeéni logistickych systémii na nové trhy

sleduji zkoumané firmy réizné soubory cili. Cin-

ské firmy se soustredi na kratkou a financné
efektivni planovaci fazi, némecké spolecnosti kla-
dou dliraz na spolehlivy a financné efektivni ko-
necny systém, ktery mlze vyzadovat delSi



Klicové aspekty internacionalizace

Byly zjistény tri kliGové slozky, jez musi byt soucasti
jakéhokoli pFistupu k logistice v pFipadé zakladani
obchodni spolecnosti v zahraniCi (viz. obrazek 2):

(3) Treti slozkou je strategicka spoluprace s po-
skytovateli logistickych sluzeb. Cinské spo-
le¢nosti tradicné vyuzivaji méné outsourcingu
nez zapadni firmy. Internacionalizace smé-

Klicové aspekty internacionalizace

1 2 3
Prihlédnuti Globalni standardy Strategicka spoluprace
k dynamiénosti versus prizpuisobeni se s mistnimi poskytovateli

prostiedi

mistnim podminkam

logistickych sluzeb

Vyzvy a obtize v mezinarodni logistice

Problémy specifické pro danou zemi

Kulturni rozdily, infrastruktura, politické a pravni
otazky, finanéni riziko, bezpeénostni otazky atd.

Obrdzek 2: Klicové aspekty internacionalizace

(1) Globalni logistické sité musi byt navrhovany
s ohledem na to, ze podminky, za kterych
budou provozovany, se budou rychle ménit.
Proto musi byt zajistén vysoky stupen flexi-
bility a operativnosti. 72% ¢inskych a 53%
némeckych respondentil se soustfedi na vy-
tvoreni flexibilnich logistickych struktur,
které jsou schopné vyporadat se s nejisto-
tou. Celkové plati, ze ve srovnani s kvantita-
tivnimi hledisky, napt. naklady a vykonnosti,
je flexibilité jak némeckymi tak ¢inskymi fir-
mami vénovana pomérné mala pozornost.

(2) Aby se vyporadali s rliznorodosti a sloZitosti
mezinarodnich siti, musi logistici nalézt rovno-
vahu mezi globalné standardizovanymi po-
stupy a prizplisobovanim mistnim podminkam.
VEtsina Cinskych spolecnosti (60%) je ochotna
akceptovat minimalni miru prizplisobeni, a drzi
se zasady co nejvysSi mozné miry standardi-
zace logistickych procest. Vétsina némeckych
firem (58%) vyviji pro kazdy jednotlivy trh
zcela nové logistické systémy, aby bylo zajis-
téno maximalni mozné vyhovéni specifickym
mistnim podminkam.
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Nadnarodni otazky

Slozitost a nejistota, vzajemna zavislost v pripadé
poruch, celni poplatky a postupy, globalni propo-

jeni informacnich technologii atd.

fuje k vysSimu vyuzivani outsourcingu. Spo-
luprace s mistnimi poskytovateli logistickych
sluzeb miiZze proto vyrazné usnadnit zavadéni
logistickych procesi.

Zavér: Sit - lidé - technologie
Internacionalizace je komplexni zalezitost, jez vy-
Zaduje holisticky Fidici pristup a musi vzit
v lvahu radu aspektil. Nejdilezitéjsimi faktory
Gspésnosti - tj. dosazeni Gspor Casu a penéznich
prostredkll a konkurencénich vyhod - je logistika
a prihlizeni k logistickym aspektiim od samého
pocatku procesu internacionalizace. Globalni in-
tegrace procesi, lidi a technologii je mimoradné
narocna a je dllezité, aby lidé, ktefi se na ni po-
dileji, byli dob¥e vyskoleni nejen v logistice, ale
také v Fizeni a zvladani odlisnosti mezi jednotli-
vymi kulturami, a aby méli dostatek pravomoci
prijimat rozhodnuti na trovni, kde se to od nich
vyzaduje. O

prof. Frank Straube - Technische Universitiit
Berlin
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Logistics and its impact
on Internationalisation
— how Chinese and
German companies
enter foreign markets

The conditions for employment and execution
of cross-border economic activities have im-
proved significantly during the last century,
and have lead to an unprecedented amount of
globally exchanged goods and globally di-
spersed value chains. Liberalisation of mar-
kets, decreasing transportation costs, and
huge steps forward in information and com-
munication technologies allows globally
interconnected production systems - compa-
nies are in an ongoing process of internatio-
nalisation to open up growth potentials in
new regional markets and leverage cost ad-
vantages of locations with specific factor en-
dowments and cost conditions.

Internationalisation and Logistics

When entering foreign markets, Global Logistics
Systems play a significant role for the internation-
alisation of their business activities. Logistics has
the ability to bridge the gap between cost effi-
ciency in the global value chain and adequate cus-
tomer service. Thus, logistics can be considered as
one of the most decisive success factors for com-
panies in global competition.

Literature review shows that internationalisation
has been researched in the past in many respects,
however, with little consideration of logistics. In-
ternational Logjistics concepts on the other hand
focus mostly on the design and structure of global
systems and networks, but they rarely take the dy-
namic process of internationalisation into account.

Logistics Strategies of German and
Chinese Companies for Entering New
Markets

In order to bridge the gap, the motivation of the
survey was to review companies’ internationali-
sation procedures from a logistics perspective
and was conducted by the Berlin University of
Technology (Germany) in co-operation with the
Huazhong University of Science and Technology
(Wuhan, China), surveying each country’s com-
panies when going global and facilitates the
comparison between the strategies of the two
countries’ companies. The findings of the survey
reflect a holistic view of the companies’ experi-
ences in regard to how companies organize and
employ logistics and logistics strategies in the
internationalisation of their companies, and the
challenges they face herein.

Results have shown that both German and Chi-
nese companies follow a complex set of objec-
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tives that are mostly composed of two issues: to benefit from specific cost
advantages and to leverage growth potentials of the respective foreign
market at the same time. Hence, integrating the new facility into the global
network as well as catering the local demand are essential when entering
new markets.

Internationalisation Process

A process model of sequential steps was developed to analyse the time aspect
of internationalisation activities, starting from the initial idea to set up shop
in a specific foreign market until the implementation of the new logistics sys-
tem and its integration in the global network (see Fig. 1).

Evaluation of a Strategic Logistics L';'fh";m“ﬁ:‘:]i:
New Market Planning Planning Syl;?:m

Fig. 1: Process Model for Internationalisation

(1) Evaluation of a new market: Triggered by the initial strategic idea to set
up shop in a specific market or region, the internationalisation process be-
gins with comprehensive market analysis, i.e. the top-management level
evaluates the overall conditions in the target market. If the analysis shows
that the market entry is feasible and it is expected to meet the respective
objectives, this first phase is finished with the final decision to set up shop.

(2) Strategic Planning: Still on the top management level, in this phase the
foreign market entry is outlined as a project, with a time schedule, defined
milestones, budgets, and concrete objectives for the different corporate
functions. The result of this phase is a framework, which will guide the
functional divisions of the company to develop their plans of action ac-
cording to the strategic objectives of the foreign market entry.

(3) Logistics Planning: In close interaction with all other relevant functions,
inbound, outbound, and in-house logistics processes are defined and im-
plementation plans are developed. Relevant topics in logistics planning in-
clude the definition of service levels, intended lead times, inventory policy,
network structure, capacity calculation, allocation of facilities (e.g. ware-
houses, cross docks), IT integration, decisions about logistics outsourcing,
and preparation of tenders.

(4) Implementation of the Logistics System: Here it shows, if the plans and
decisions made in the early phases meet the requirements of the real
world. The work in this phase is at an operational level and it requires an
organisation with comprehensive problem solving skills, as unexpected oc-
currences and developments cause a lot of fire fighting.

When implementing logistics systems in new markets, the surveyed

companies follow different sets of objectives. Chinese companies focus

on a short and cost efficient set-up phase, German companies set value
on a reliable and cost efficient final system that may cause a longer
planning and implementation phase.

Key Aspects for Internationalisation
Three key components have been identified that have to be part of any
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logistics approach for setting up an offshore business entity (see Fig. 2):

(1) Global logistics networks have to be designed with respect to the fact that
the conditions under which it will be operated will change at fast pace.
Hence, high levels of flexibility and agility have to be ensured. 72% of the
Chinese and 53% of the German respondents focus on creating flexible lo-
gistics structures to cope with uncertainty. Overall, in comparison with
quantitative measures, e.g. costs and performance, flexibility receives rel-
atively little attention for both German and Chinese companies.

(2) In order to deal with the heterogeneity and complexity of international
networks, logisticians need to balance globally standardised procedures
with local adaptations. The majority of Chinese companies (60%) accept
a minimum of local adaptation, but adheres to the idea to standardise lo-
gistics processes as much as possible. With 58%, the majority of German
companies develop completely new logistics systems for each and every
market, to make sure it caters the specific local conditions as much as
possible.

(3) The third component is the strategic collaboration with logistics service
providers (LSPs). Traditionally, Chinese companies outsource less than
western companies. Internationalisation tend to higher outsourcing levels.
Thus, the collaboration with LSPs may significantly facilitate the imple-
mentation of logistics processes.

Key Aspects for Internationalisation

1 2 3
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Fig. 2: Key Aspects for Internationalisation

Conclusion: Network - People - Technology

Internationalisation is a complex issue that demands a holistic management
approach and has to consider a multitude of aspects. Logistics as well as the
consideration of logistics issues from the very beginning of the international-
isation process are the most important factors of success in order to achieve
time and money savings as well as competitive advantages. The global inte-
gration of processes, people, and technology is extremely challenging and it
is important that the people who are working on this are well trained, not
only on logistics, but also in leadership and cross cultural management, and
that they are empowered to take decisions at the level where they are re-
quired. O




