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Abstract: The general objective of this paper was to determine how companies in the olive sector
could convert the comparative advantages of olive-growing regions (e.g., culture, tradition, raw ma-
terials, knowledge, infrastructure, networks, technological centers, etc.) into competitive advantages,
to internationalize, in an accelerated way, and become born global firms, contributing to economic,
social, and sustainable development of regions. Thus, we analyzed four cases of exporting companies
in this sector (two born global and two non-born global) in southern Spain (Jaén). We chose this
province because it is the world’s leading producer of olive oil and, yet it is only the fourth largest
exporter compared to the rest of Spain. For the case study, we conducted (and recorded) personal,
semi-structured interviews with the founders/managers or individuals in charge of internationaliza-
tion. To obtain our results, we used a data sheet that included an action protocol, we analyzed each
case individually, and we employed sensemaking and pattern-matching techniques to add validity
and reliability to the research. Finally, we proposed the “keys” for these companies to go international
in an accelerated way, as it would increase their competitiveness, foster the creation of employment,
develop networks between companies, boost investment in innovation, etc. The results indicate that it
is necessary to follow market orientation, networking, and international entrepreneurship strategies,
and that intellectual capital (human, organizational, relational, and technological) of companies (and,
therefore, of regions) will be the means through which competitive capabilities are achieved.

Keywords: regional development; internationalization; olive sector; Spain; Jaén

1. Introduction

Spain produced 40% of the world’s olive in 2020/2021, followed by Italy (35%).
Andalusia, in southern Spain, has the highest production of olive oil in the world (see
Figure 1); within it, the province of Jaén is dominant (see Figure 2). According to the Food
Information and Control Agency (AICA) of Spain, this province produced 387,391 metric
tons of olive oil in the above-mentioned years, representing 44.9% of Andalusia’s total [1].
However, although the province is the global leader in olive oil production, Jaén does not
export the most, it is placed after Sevilla, Córdoba y Malaga. The companies under study
are all located in this province.

Jaén, located in Andalusia, southern Spain (see Figure 3), has one of the lowest per
capita incomes in the country. In fact, the region does not exceed 75% of the per capita
income of the autonomous community of Andalusia [2]. One reason is due to the low
level of industrialization and the high specialization of the olive sector. Under these
circumstances, it is essential to undertake measures to help develop this region. Export
expansion would help increase the GDP and, therefore, the per capita income.
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Figure 1. Olive oil production in the 2020/2021 campaign in Spain by autonomous communities.
Adapted from the Food Information and Control Agency (AICA). Issue date of the data: 25 June 2021.

Figure 2. Olive oil production in the 2020/2021 campaign in Andalusia, by province. Adapted from
the Food Information and Control Agency (AICA). Issue date of the data: 25 June 2021.

Figure 3. The location of Jaén, a province in Spain. Source: Instituto Geográfico Nacional, accessed
on 19 August 2021 (https://www.ign.es/espmap/spain_bach.htm).

Olive groves endow the region with comparative advantages, such as resources (e.g.,
culture, raw material, knowledge in the sector, tradition, infrastructure, confidence in the
harvesters), and societal skillsets (e.g., skills, talent and strengths in cultivation, harvesting
and production of the oil, etc.). Moreover, the economic, social, and institutional actors that
form the region [3] could play important roles in developing these comparative advantages.
These “actors” include the Olive Association, the Foundation for the Development and
Promotion of Olives and Olive Oil of Jaén, the Technological Center of Olives and Olive Oil
(CITOLIVA), the Technological Park of Olive Oil (GEOLIT), as well as ancillary companies
that provide services related to engineering, digital development, machinery, etc.

Companies in this sector can turn the above-mentioned regional comparative ad-
vantages into competitive advantages (e.g., in regard to exporting to other countries),
contributing to the economic development of the sector. Exporting companies could boost
their sales, avoid national competition, discover more mature markets for certain olive oil

https://www.ign.es/espmap/spain_bach.htm
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segments, reduce manufacturing costs, learn new working methods from abroad, improve
their positions in the market, organize production more flexibly, etc.

The general objective of this paper was to determine how companies in the olive
sector could convert the comparative advantages of olive-growing regions (e.g., culture,
tradition, raw materials, knowledge, infrastructure, networks, technological centers, etc.)
into competitive advantages, to internationalize, in an accelerated way, and become born
global firms, contributing to the economic, social, and sustainable development of regions.
Specifically, the goal was to discover how companies in the extra virgin olive oil (EVOO)
sector could become internationalized. There are two types of exporting companies; they
are distinguished by how quickly they begin the internationalization process. (1) Some
companies begin this process from the company creation, or during the first three years, at
the most; this is called “born global”. By definition, these companies must also generate at
least 10% of total sales in foreign countries [4]. (2) Other companies do so later (from here
onwards, known as “non-born global”). The more born global companies there are, the
earlier the exports will begin and, therefore, the greater the volume of exports there will
be over time. For this reason, we focused on these two types of companies, with special
emphasis on born global firms.

There are some studies, such as that by Bouhaddne and Mili [5], which analyzed
the key factors and future strategies for the internationalization of Spanish olive oil, from
the value chain perspective. Moral and Lanzas [6] highlighted the low export activity of
olive oil companies, while Rodríguez-Cohard et al. [7] looked at how to adapt the olive
oil production model in a new market situation, with capital, knowledge, and tradition
as endogenous factors. Bernal-Jurado et al. [8] addressed the scarcity problem and the
nature of sales outlets in the organic olive oil sector. Moral-Pajares et al. [9] highlighted the
participation of the Andalusian olive sector in international markets, in order to understand
the magnitude and characteristics of its recent evolution. They also attempted to identify
the main company strategies (concerning their internationalization processes), with the goal
of identifying the most efficient ones. Sánchez-Famoso et al. [10] identified the mediating
roles of cooperation agreements in the relationship between family participation in business
internationalization and the level of international engagement. However, no studies shed
light on how companies in this sector could be born global firms, based on the comparative
advantages of the region. This would be of great interest to researchers, entrepreneurs, and
public institutions.

The theoretical contribution of this work was to adapt and apply a framework, which
we had previously proposed to other internationalized companies, to companies in the
olive sector. In this way, we applied a previous model of internationalization to companies
in the olive sector, which led us to believe that following strategies of market orientation,
networking, and international entrepreneurship involve human, organizational, relational,
and technological capital to achieve competitive advantages, so that companies in the olive
sector can be international. Thus, in this study, we identify the key ways in which these
companies could achieve competitive advantages in exporting and become born global
firms, based on resources (olive groves, mills, presses, tradition, knowledge of the sector,
etc.), capabilities (skills, talents, and strengths in cultivation, harvesting, production and
processing), and economic, social, and institutional actors (organizations, associations,
auxiliary companies, etc.). In addition, we aimed to link the business perspective with the
regional scope. We begin with the endogenous development approach, based on dynamic
capabilities, and we gathered theoretical foundations of the models of accelerated and
gradual internationalization. Subsequently, we include strategies, to be followed by these
companies, to achieve competitive advantages and, thus, become internationalized. We
focus on advising companies on what they should do to become exporters and, specifically,
born global firms.

The methodology is the case study. We conducted (and recorded) personal, semi-
structured interviews at the company premises, with the founders/managers or those in
charge of internationalization, and we included an action protocol based on a data sheet.
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We should emphasize that the methodological contribution focuses on the in-depth study
of individual and comparative cases, via sensemaking and pattern-matching techniques,
in which chronology, events, and causes are tracked, and the agreement between theory
and real cases is contrasted. This adds validity and reliability to the research. Our analyses
focus on four companies in the olive oil sector (two born global and two that gradually
internationalized), located in southern Spain (Jaén), due to the importance of this type of
production for this region, since it is the world’s leading olive producer.

2. Theoretical Framework

Our theoretical framework is based on the endogenous development approach, which
considers that economic growth and structural change are not functional issues, but are part
of a regional phenomenon [11,12]. Furthermore, such developments are motivated by the
accumulation of capital, which is the result of the interaction of the forces of development:
the diffusion of innovation and knowledge; the creation of networks through transport and
communication infrastructures; the flexible organization of production; and the evolution
of institutions and social capital [13]. By combining all of these forces, a greater impact on
individual factors is achieved, and this synergy influences the economic return, produc-
tivity, and competitiveness of firms, the accumulation of capital, and economic and social
progress.

Economic and productive factors condition the processes of capital accumulation, but
not in isolation; it is the interaction between them that drives the increase in productivity
and growth. In other words, the development of the territory depends on the effects
produced by the coordination between the forces of development. Therefore, growth
processes become dynamic when the forces that activate the development processes act
together, creating synergy between them, and reinforcing their effects on the returns to
capital and labor, so that the development factors act in a network and increase the effect
of each development process [14].

Concerning the regional development approach—there are two factors that influence
the above results: (a) the development potential existing in the region based on available
resources and human resource capacities, and (b) the organizational capacities of economic,
social, and institutional actors to achieve coordinated actions [15]. These capacities are
derived from the skills, talents, and strengths available to a region, to take advantage of
its resources and potential; these are shaped by structural, institutional, and relational
considerations present in the area [16].

Under the previous premises—Rodríguez-Cohard et al. [17] carried out a comparative
analysis on four European olive-growing regions that employed different strategies to
adapt to the changes brought about by globalization. This study shows how each territory
determines its growth potential. Therefore, the region not only provides support for
productive activities, but also includes a combination of resources (human, natural, and
business) and capabilities that define its potential development, and act as a base where
local companies can respond to the competitive challenges that exist in the markets [18].
The territory is also composed of economic, social, and institutional actors that shape the
environment where productive activity takes place [3]. Consequently, the region becomes
a strategic driver of development [19].

Based on the above reflections, we understand that the region has comparative advan-
tages that companies can convert into competitive ones and, in this way, can contribute to
the development of the region. Entrepreneurship plays an essential role in this. The region
under study possesses advantages derived from resources, including raw material (olive
groves), infrastructure (olive presses, oil mills, rural houses, etc.), access roads to farms,
olive grove culture, tradition, knowledge of the sector, and transmission from parents to
children, among others. There are also capacities (skills, talents, and strengths) acquired
by the “agents”, with respect to cultivation, harvesting, production, and processing of
extra virgin olive oils (EVOOs), and economic, social, and institutional actors, such as
institutions, local governments, associations, organizations, auxiliary companies, founda-
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tions, competing companies, technology centers, among others (for example, the Provincial
Council of Jaén, the Olive and Olive Oil Association of Jaén Province, the Foundation for
the Development and Promotion of Olives and Olive Oil in Jaén, CITOLIVA, municipalities,
auxiliary companies, etc.), which can support olive oil companies in their internationaliza-
tion processes, bringing, for example, the global environment closer to local environments,
which contributes to regional development.

All of the above leads us to consider how companies in this sector could convert
the above-mentioned comparative advantages into competitive ones, in order to become
successful internationally and, in this way, further the development of the region through
economic progress, the well-being of the population, and environmental sustainability.
According to Mozas-Moral et al. [20], endogenous development could emerge in a diffuse
way in the territories if endogenous resources are used. To achieve this, the company´s
must follow as set of strategies and update their initial capacities, which are derived from
the territory. To achieve this, they must follow a set of strategies and update their initial
capacities [21,22], which are derived from the region. In this way, companies will achieve
superior or dynamic capacities and, thus, obtain greater performances, which means that
they could become international in the shortest possible time (gradually or accelerated).
All of this makes the region more dynamic through job creation, the accumulation of
knowledge, new forms of organization, the creation of new networks, innovation, etc.

We therefore constructed our conceptual framework using the endogenous develop-
ment approach and the dynamic capabilities approach. The latter considers as “dynamic”
those higher-order capabilities that enable firms to implement new strategies by modi-
fying, combining, and transforming available resources in new and different ways [23].
Mudalige et al. [24] studied the applicability of dynamic capabilities at the individual
and firm level in the internationalization process of SMEs; they found that owner-specific
dynamic capabilities had a positive influence on both firm-specific dynamic capabilities
and internationalization. Moreover, the dynamic capabilities of the firm have mediating
effects between owner-specific capabilities and internationalization. This paper confirms
the relevance of the dynamic capabilities theory for internationalization.

To these approaches, we include the theories of internationalization, in regard to
the timing of this process. There are two types: the gradual model and the accelerated
model. The former focuses on a process of internationalization based on stages. Thus,
initially, businesses expand into countries that are physically and culturally closer, and
then to countries that are further away, which involves greater investment. In this way,
uncertainty is reduced at each stage [25]. Consequently, confidence is increased by having
greater experience in the international market, more knowledge is generated, and greater
commitment is acquired. Finally, as a result of the process, dynamic capabilities are
developed. The second model (accelerated) focuses on born global companies, which
are those that meet the following characteristics: they must internationalize, on average,
within three years of their founding [26] and generate at least 10% of total sales in foreign
countries [4]. In addition, according to Etemad [27] (pp. 3–4), they are: (a) more aware of
international opportunities; (b) more innovative; (c) more proactive; (d) more sensitive to
the dynamics of change and to the differences and patterns of their competitive evolution;
(e) more open to joining or establishing collaborative, expansive, and open networks;
(f) dependent on the multilevel capabilities of their own partners compared to the resources
related to their environments; (g) able to learn from other companies; and (h) very agile
and resilient, due to their managerial dynamism and competitive flexibility.

Considering the above theories, companies in the olive sector can employ strategies to
improve the comparative advantages of the region and, thus, become more competitive [28].
To do so, they should follow strategic orientations and actions that will allow them to
develop competitive advantages and become international in an accelerated or gradual
way, which will improve their position in the foreign market and foster the economic
development of the region. However, none of these theories predicts the strategies that
these companies should follow to achieve this goal.
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There is no specific theoretical framework for companies in this sector that predicts
the keys to internationalization. Therefore, in this study, we apply a theoretical framework
to companies in the olive sector, one in which the authors previously developed for in-
ternationalized companies in another sector. Thus, in order to convert the comparative
advantages of the region into competitive ones, companies should follow a set of strate-
gies oriented towards the market, the network, and international entrepreneurship. In
this regard, these competitive capacities will be attained by intellectual capital (human,
organizational, relational, and technological) of the company and, therefore, of the re-
gion (Figure 4). Ultimately, these elements are what make it possible for companies to be
international.

Figure 4. Achieving competitive advantages in the olive oil sector. Source: adapted from Martos-Martínez and Muñoz-
Guarasa [29].

2.1. International Market Orientation Strategies

Market orientation leads to the development of specific knowledge, which forms part
of a firm’s expertise and enables it to adapt quickly to changes in the environment. Through
these strategies, objective knowledge of the foreign market is acquired (collection and trans-
mission of information, for example, through market research, attendance at international
trade fairs, contacts with future customers, etc.) and the experiential knowledge of the
founder and/or export manager obtained from having participated in previous internation-
alization processes (e.g., knowledge of customers, markets, competitors, institutions, etc.)
is exploited, which involves the transfer of knowledge between companies [30] (p. 340)
and could affect the way they perceive and assess foreign market opportunities [31]. It also
allows the company to adapt the product to the needs, tastes, and demands of potential
customers.

2.2. International Network Orientation Strategies

These strategies assist companies in identifying international business opportunities,
since networks encompass the relationships of an individual or a company (for example,
with distributors, customers, organizations, etc.), providing a means of access to new
and different types of information and ideas that would not otherwise be available [32].
Some studies, such as those by Contractor et al. [33], point to a strong network of contacts
developed by entrepreneurs as a result of their previous experience, which has enabled
them to internationalize more quickly than others. Thus, one key difference between com-
panies that are born global and those that have internationalized gradually can be found
in the creation of relational trust through pre-existing connections, which are accessed
through established network partners. All of this reduces risk and enhances organiza-
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tional learning [34]. Among the parties that make up the network in the olive sector of
Andalusia we include customers, distributors, importers, chefs, organizations, ancillary
businesses, competitors, suppliers, Provincial Councils, Foreign Promotion Agency of
Andalusia (EXTENDA), Foreign Trade Institute (ICEX), etc.

2.3. International Entrepreneurship Orientation Strategies

Gabrielsson et al. [35] suggests that the propensity for innovation, the attitude to
risk, and the level of proactivity all affect progress in the early stages of company growth.
Thus, the founder should possess the following characteristics: (1) autonomy: having
the independence and freedom to give birth to an idea or vision and carry it through to
completion; (2) innovativeness: the founder should be inclined to implement and support
new ideas, novelty, experimentation and creative processes that can lead to new products,
services or technological processes, which can facilitate the process of internationalization;
(3) proactivity: having a forward-looking perspective that accompanies an innovative
activity and allows the entrepreneur to conceptualize new goals and the methods to
attain them ahead of others; (4) proclivity: the founder should be driven to enter foreign
markets, a trait that is associated with his/her values; (5) competitive aggressiveness:
having the propensity to enter the international market by challenging competitors, to
improve the company’s position in the market or to outperform existing rivals. Likewise,
introducing innovation in the different phases of the production and marketing process,
which in the olive sector are cultivation, harvesting, production, packaging, and national
and international marketing, improves the adaptation of the product to the needs of the
client and increases productivity and competitiveness.

2.4. Human Capital

The knowledge acquired, concerning tastes, needs, legislative requirements, etc., re-
duces uncertainty, and helps human capital, i.e., to develop values, aptitudes, attitudes, and
capacities [36] that are favorable to the internationalization process, helping to accelerate it.
The body of knowledge is integrated in what individuals and groups know, in their capac-
ity to learn, and to share their knowledge with others, which facilitates its accumulation,
benefiting both the organization and the region and improving their adaptability to the
international market.

2.5. Organizational Capital

Organizational capital is composed of organizational learning (serving the market
and challenging its own assumptions about its mission, customers, competitors, and strate-
gies) [37] and of organizational culture, consisting of the structure of cultural capital,
learning, and organizational processes [38]. All of this leads to the development of organi-
zational culture by the workforce, which can be put into practice in other companies in the
region.

2.6. Relational Capital

Relational capital refers to using previously established relationships, for example
with EXTENDA, ICEX, chefs, importers, distributors, clients, competitors, etc., to create
new and long-lasting ones. It is broken down into so-called “relational culture”, which
reflects the company’s relationships with the main agents linked to it [39], which has
positive effects for the economic, social, and political agents that make up the region.

2.7. Technological Capital

Technological capital is composed of technical and managerial technological skills,
which involve the way ICTs are conceived, deployed, and exploited to support and im-
prove the organization and coordinate activities [40]. It also includes the innovative or
entrepreneurial culture that indicates the degree to which companies in the sector are
proactive in exploiting new opportunities [41] and is essential for the development of
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innovative efforts capable of exceeding customer expectations, enabling the attainment of
competitive advantages [42].

3. Methodology and Methods

The article justifies that the methodology is related to the suggested model, since
the case analysis is appropriate to know “how” these companies can achieve competitive
capabilities, and “why” some internationalize gradually and others in an accelerated
manner. In other words, case analysis is appropriate because we need to know “how” a
company can become international based on its own actions. Moreover, the case study as a
methodology applied to scientific research related to the company’s strategic decisions is
becoming increasingly accepted, especially as it has been proven that access to first-hand
information is essential, since internationalization processes require a type of analysis
that cannot be carried out in sufficient depth through studies with a large number of
observations [43]. Likewise, its value resides, in part, in the fact that it is not only possible
to study a phenomenon, but also its context [44,45]. In this way, researchers will be able
to explore the differences between the cases and study the internationalized olive sector
companies within the real environment and with fewer limitations than in a survey. The
objective of this study is to replicate the theoretical model gathered in this research, which
is composed of the following elements: international market, network, entrepreneurship
strategies and human, organizational, relational, and technological capital [46], and to
empirically test the causes and the process of internationalization of these companies as a
whole, and not in partial units, which adds a holistic dimension.

Therefore, the study method used was the comparative method, which, according
to Aguilera-Hintelholher [47], allows us to study the similarities and differences between
business structures and allows us to delve into the analysis of the actors, contexts, processes,
times, and developments that are organized as systems of institutions and modes of
operation. It also allows us to study the factors, processes, and times that make their
development possible in a diverse and contrasted way. In this way, the comparative
method allowed us to know the similarities and differences between the cases, as well
as the development of the internationalization process, times, key factors, etc. We also
used the inductive method, which proposes an ascending reasoning that flows from the
particular or individual to the general, thus becoming a reflection focused on the end. In
this way, it can be observed that induction is a logical and methodological result of the
application of the comparative method [48]. Therefore, by means of this inductive method,
we achieved a logical result that has taken the form of a set of propositions.

The unit of analysis focused on exporting companies in the olive oil sector in Jaén
(southern Spain), due to the importance of this province as a producer of olive oil, which
was highlighted in the introduction. Thus, the importance of investigating how this
region could be more competitive is evident. For the selection of companies, we used the
information provided by EXTENDA on exporting companies in the province. To carry out
the selection, we proceeded to differentiate the following phases:

- First, we chose the leaders in the province and, among them, those that could be
born global, and those that could not. Subsequently, we included those that had
internationalized within three years of their creation (born global) and those that had
needed more time to initiate this process (non-born global). The next criterion was
that at least 10% of revenues should be generated abroad.

- Second, we selected those companies that produce extra virgin olive oils (EVOOs),
especially premium oil. This is the highest quality of extra virgin olive oil, since it
must meet a set of requirements, such as having the earliest harvest time, which is
when the oil is at its optimum ripening period, the oil extraction is carried out cold, it
maintains the organoleptic characteristics, etc., and it provides great health benefits,
for example, the prevention of cancer. Finally, we required that more than 95% of the
company productions were packaged (a very small proportion was sold in bulk).
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- Third, we selected the appropriate number of cases. For this, we followed Yan
and Gray [49], who state that two will suffice. However, we chose four exporting
companies in the olive sector (two born global and two non-born global).

Finally, the companies selected were Aires de Jaén S.L., Castillo de Canena Olive Juice
S.L., Galgón 99 S.L.U and El Trujal de la Loma S.L. Below is an original image (Figures 5–8)
that each company has provided us with.

The starting point was to prepare a data sheet (see Table 1), which allowed us to
establish a protocol for the analysis of the cases. It is interesting to note that we began
this study with a first pilot case, Aires de Jaén, which allowed us to better understand the
literature and its relationship with the business reality.

Figure 5. Aires de Jaén.

Figure 6. Castillo de Canena.
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Figure 7. Oro Bailén.

Figure 8. El Trujal de la Loma.

Table 1. Data sheet for the case analyses of internationalized companies in the olive oil sector.

Purpose
of the Research

To Learn How Companies in the Olive Sector Could Achieve Competitive Capabilities (Based
on the Comparative Advantages of the Region) in Order to Become International.

Methodology The study of four multiple comparative cases of a holistic nature.

Unit of analysis Internationalized companies in the olive oil sector that offer premium EVOO.

Geographical scope South of Spain (Jaén).

Type of sample Logical and theoretical sample (capacity of analytical generalization of the phenomenon studied).

Case studies
Four olive oil sector companies in Andalusia, of which two are born global (within three years of
being created) and the other two are internationalized after three years. The cases analyzed are Aires
de Jaén, Castillo de Canena Olive Juice, Galgón 99, and El Trujal de la Loma.

Methods of evidence
collection

Document review (documentation and files);
Conducting in-depth interviews: open, semi-structured and face-to-face;
Direct observation;
Use of physical, technological, and cultural resources.

Information sources

Internal: documentation (memorandums, reports, and internal studies), files (web pages,
presentation files, image, and sound files), in-depth interviews, questionnaires, real physical context.
External: specialized publications, databases (ICEX, EXTENDA, chambers of commerce), reports of
official bodies and media.

Key sources of information Founders/managers/those responsible for the area of internationalization of the company and other
areas.
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Table 1. Cont.

Purpose
of the Research

To Learn How Companies in the Olive Sector Could Achieve Competitive Capabilities (Based
on the Comparative Advantages of the Region) in Order to Become International.

Fieldwork

2021, in which the following interviews were conducted:

• Aires de Jaén: 19 March 2021, with the export manager, Sr. José Manuel López.
• Castillo de Canena: 13 April 2021, with the manager, Sr. Francisco Vañó.
• Galgón 99: 26 March 2021, with the head of marketing and exports, Sra. Edurne Rubio.
• El Trujal de la Loma: 23 March 2021, with the founder and manager, Sr. Manuel Molina, and the

sales and export manager, Ana Charriel.

The following Table 2 shows the main characteristics of the companies under study.

Table 2. Characteristics of the studied companies.

Aires Jaén Castillo de Canena Galgón99 El Trujal de la Loma

Year of creation 2010 2003 2005 2002

Year of
internationalization 2011 2004 2011 2012

Location Jabalquinto Baeza Villanueva de la Reina Úbeda

Business name Aires de Jaén Castillo de Canena Oro Bailén Spiritu_Santo

Nº employees in season 45 60 40 30

Foreign income at the
start of the process 50% +10% 50% 15%

Products

- Early harvest EVOO
- Organic EVOO
- EVOO
- Virgin olive oil
- Olive oil
- Olive pomace oil
- Blend

All EVOO:
- Family reserve
- First day of harvest
- Biodynamic organic
- Early Royal
- Horizontal tasting
- Arbequino
Amontillado
- Arbequino with Oak
Smoke
- Arbequina with
Harissa
- Arbequina with
Harissa
- Arbequina with
Marine Plankton

All EVOO:
- Picual
- Hojiblanca
- Arbequina
- Frantoio
- Coupage
- Bell
Organic EVOO

All Organic EVOO
- Arbequina
- Picual
- Coupage

Brands

- Los Badenes
- La Cartujana
- OBA Ecológico
- Oleo Martos Origen
- Aires de Jaén
- Andaluz
- Oleo Martos
- Genioliva Serie
Premium
- Geniasol
- La flamenca
- Esencia Flamenca
- Aldaluz Serie Oro
Genioliva

- Castillo de Canena
- Palacio Marqués Viena

- Oro Bailén
- Casa del agua
temprano
- Casa del agua

- Cortijo Spíritu_Santo
- El Trujal de la Loma
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In the data collection phase, we applied the concept of data triangulation (documen-
tary evidence, interviews, direct observation, recording interviews), which have been
obtained through different sources:

- Primary: personal, semi-structured, and open interviews, which were recorded and
conducted personally by the researchers of this study. In carrying out the interviews,
we followed a questionnaire that is divided into two parts:

(a) The first was aimed at obtaining information on the use of resources, capacities
and the social, economic, and institutional actors from the region derived
from the olive grove, to create a combined overview of the company and the
internationalization process, which was composed of the following items:

n General characteristics of the company (year of creation and international-
ization, organization chart, activities, products and brands, size, revenues
abroad, company history, etc.).

n Internationalization: motives, exports, strategies, entry modes.
n Use of resources, capacities, as well as economic, social, and institutional

actors of the territory that facilitated the internationalization process.
n Quality (certificates, awards, and international recognition), olive growing,

and sustainable cultivation.
n Competitive advantages for exporting.
n Benefits for local development provided by the company: increase in

employment, investment, income, innovation, personnel training, creation
of new companies, involvement of public and private institutions, etc.

(b) The second part consisted of short questions in which the interviewee was
asked to choose specific and previously established answers. This part pro-
vided us with information for later coding, translating, and obtaining the
results, thereby allowing us to apply the theoretical framework (strategies and
intellectual capital) to the cases studied.

- Secondary: documentary evidence through reports, internal reports, web pages,
presentations, publications, and databases.

4. Results

Once the information was obtained, the methods for analyzing the data were as
follows: the first step was to perform an individual analysis of the cases. In Table 3, the use
of resources, capacities, and economic, social, and institutional actors of the region by each
company.

Table 3. Resources, capacities, and economic, social, and institutional actors of the region: individual analysis of cases.

Aires de Jaén (Born Global)

Resources

- The López family acquired an olive farm in 1965.
- Tradition and culture for olive groves and olive oil.
- The culture of olive oil has been passed down from father to son, and a fourth generation has joined the

company.
- In the main farm, “Los Badenes”, there was a family house and a tool shed, so the oil mil, production

facilities, offices, etc., have been built according to the essence of the farm property.
- The company’s personnel are mainly from the region.

Capacities - The company´s personnel have demonstrated skills and abilities in the cultivation, harvesting, production,
and processing of olive oil.

Economic, social
and institutional

actors

- The Provincial Council of Jaén is the closet institution—a “local perspective” that supports them.
- Fundamental support came from EXTENDA and ICEX.
- IT services, marketing, etc., are conducted in-house, although it does outsource some tasks to local

companies.
- They had minimal relationships with the rest of the business associations and organizations in the area.



Sustainability 2021, 13, 9614 13 of 30

Table 3. Cont.

Castillo Canena (Born Global)

Resources

- The Vañó family has owned an olive grove estate since 1780.
- They were always knowledgeable about olive groves and olive oil. They had have always tradition and

knowledge about olive groves and olive oil.
- The passion for olive oil and its culture was passed down from generation to generation.
- The family owned a castle in Canena of Renaissance, which they decided to use as a venue for events

related to tastings, promotions, visits, etc.
- They owned an oil mill that was upgraded with the most innovative techniques (currently oil mill 4.0).
- The company´s personnel are mainly from the region.

Capacities - The company´s personnel have demonstrated skills and abilities in the cultivation, harvesting, production,
and processing of olive oil.

Economic, social
and institutional

actors

- The Provincial Council of Jaén is the closet institution—a “local perspective” that supports them.
- Fundamental support came from EXTENDA and ICEX.
- They had minimal relationships with the rest of the business associations or local organizations.
- Many services are conducted in-house, except those that need to be modernized, such as digitalization

(this provider is not local).
- They collaborated with technological centers: CITOLIVA and IFAPA (Institute for Agricultural and

Fisheries Research and Training).

Galgón 99 (No Born Global)

Resources

- The Gálvez González family acquired several olive farms in 1999.
- They were knowledgeable the sector and traditions.
- They have a passion and culture for the olive grove.
- The facilities (oil mill, bottling lines, etc.) were created from scratch.
- The company´s personnel are mainly from the region.

Capacities - The company´s personnel have demonstrated skills and abilities in the cultivation, harvesting, production,
and processing of olive oil.

Economic, social
and institutional

actors

- The Provincial Council of Jaén is the closet institution—a “local perspective” that supports them.
- Fundamental support came from EXTENDA and ICEX.
- They had minimal relationships with the rest of the business associations or local organizations.
- Fundamentally, the companies with which they interact with (suppliers, auxiliaries, etc.) tend to be local.
- Some time ago, the technology center CITOLIVA initiated an investigation on the product, since the

company’s main brand is a premium category of EVOO (but that was the only collaboration).

El Trujal de la Loman (No Born Global)

Resources

- The origin of the farm dates back to the 1980s.
- Traditions and knowledge about the sector are important.
- They have a passion and culture for the olive grove.
- The oil mill was built in the center of the farm and oil production began.
- The company´s personnel are mainly from the region.

Capacities - The company´s personnel have demonstrated skills and abilities in the cultivation, harvesting, production,
and processing of olive oil.

Economic, social
and institutional

actors

- The Provincial Council of Jaén is the closet institution—a “local perspective” that supports them.
- Fundamental support came from EXTENDA and ICEX.
- Contracts as external services to local companies.
- They had minimal relationships with the other business associations or local organizations.
- They did not have any interactions with technology centers.

On the other hand, In Table 4, based on knowing the characteristics, history, interna-
tionalization process, and future prospects of each company, we are able to understand
how they followed strategies oriented toward the international market, networks, and
entrepreneurship, as well as the competitive capabilities that were achieved, in terms of
human, organizational, relational, and technological capital.



Sustainability 2021, 13, 9614 14 of 30

Table 4. Internationalization strategies: individual analysis of cases.

Aires de Jaén (Born Global)

IMOS 1

- One of the founders had experience working in another company in the agri-food sector.
- The company also made a major commitment to training and integrating personnel and creating differentiated

teams adapted to the demands of the international market. Moreover, the company hired an expert in the sector and
in other internationalization processes, with a high level of training.

- The company’s international strategy focused on adapting the profile of the oil to each international market: tastes,
packaging, etc. Consequently, they have perfect knowledge of the market to which their products are directed.

- They obtained recognized international certificates, awards, and recognitions *.

INOS 2

- The first international contacts were made thanks to the support of the Andalusian Agency for Foreign Promotion
(EXTENDA) and Foreign Trade Institute (ICEX), through attendance at two international fairs of recognized
prestige in the agri-food sector (Paris and Amsterdam). Before attending such events, they prepare, plan, and focus
on the client to whom the product is directed.

- The company carried out reverse trade missions, where the importers/distributors got to know the local resources
and worked with the local team.

IEOS 3
- From the very beginning, the company was committed to being international.
- The founders are proactive and are inclined to enter international markets.
- They are committed to selling innovative products such as extra virgin olive oil (EVOO).

HC 4

- Staff were trained and integrated to create dynamic and highly differentiated teams, adapted to the demands of the
international market.

- In 2015, an expert of Taiwanese origin was hired, who spoke perfect Mandarin and was knowledgeable about the
sector. Additionally, in 2013–2016, two members (from the fourth generation of the family) joined the company.
Both were graduates, with specific training in the sector, foreign language skills, and international experience in
other companies.

OC 5 - They have an organizational culture that allows them to adapt to new international markets.

RC 6 - They maintained the relationships created since their beginnings and created new relationships via their
international expansion.

TC 7 - They have had an innovative culture since their beginnings.
- They have technical and technological management skills that add value to the product.

Castillo de Canena (Born Global)

IMOS 1

- The company was created, in 2003, to produce and market EVOOs in Spain and abroad.
- The founders had a high level of education, knowledge of languages, and the experience of having participated in

marketing management positions and in different national and international financial institutions.
- Due to this experiential knowledge, along with the resources and capabilities they possessed, they founded the

company. From the beginning, the founders took the initiative to conduct market research. They traveled and made
contacts, as well as interviewed producers, studied competitors, discovered that the sale of premium EVOO of
superior category was almost negligible, and that there was a great opportunity in the international market, as well
as a great lack of knowledge about oil, an issue that had to be addressed.

- They obtained recognized international certificates, awards, and recognitions *.

INOS 2

- In 2004, with the help of the Provincial Council of Jaén, they attended the international fair (Alimentaria) and
captured their first international clients. They began to export. During this period, they carried out the PIPE plan
(Initiation Plan for Internationalization) of ICEX. In addition to attending international fairs, they created new
contacts by their own means and resources.

- They relied on chefs to transmit the value of premium oil to private consumers.
- The importers and/or distributors were the targets of this strategy, and they had to be motivated and excited.
- The company carried out reverse trade missions in which the importers/distributors got to know the local resources

and worked with the local teams.

IEOS 3
- From the very beginning, the company was committed to being international.
- The founders are proactive and are inclined to enter international markets.
- They are committed to selling innovative products, such as extra virgin olive oil (EVOO).
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Table 4. Cont.

HC 4

- They have well-trained staff, with a very clear culture established by the company capable of adapting to the
international market.

- In 2005, an export manager with a high level of training and commercial experience in the sector was incorporated,
who was in charge of Europe.

OC 5 - The agronomic, industrial, and commercial parts are integrated, which means that organizational learning is
transferred to the whole company as a whole.

RC 6 - They have maintained the relationships they have built up since their beginnings and created new relationships in
their international expansion.

TC 7

- Other pillars of this company are research, innovation, and development, given that, since its beginnings, they
participated with both technology centers and universities in different projects, which allowed them to be pioneers
in implementing techniques, which led to respect for the environment, the habitat, the ecosystem, biodiversity,
sustainability, and bio-dynamism. As such, they are endorsed by corresponding certificates.

- They have technical and technological management skills that add value to the product.

Galgón 99 (No Born Global)

IMOS 1

- The founder had no international experience, but he has a degree in Business Science and a background in olive oil
production and processing. He also wanted his company to be international due to the stiff competition in the
domestic market, which is one of the reasons that led him to produce premium oil.

- In 2009, they hired the head of marketing and exports.
- One challenge has been to market the same premium oil Oro Bailén to both the national and international markets,

adapting the packaging, labeling, and designing to the needs and tastes of foreign customers.
- They obtained recognized international certificates, awards, and recognitions *.

INOS 2

- During her first year, the head of marketing and export carried out the PIPE plan promoted by ICEX, and in
2010–2011, they attended an international fair in Barcelona, and subsequently attended fairs of greater international
recognition (in Paris and Germany), which allowed them to create a network of distributors around the world.

- The company carried out reverse trade missions in which the importers/distributors got to know the local resources
and worked with the local team.

IEOS 3 - Their main goal was to produce high quality, innovative, and environmentally sustainable oil.
- The founder wanted the company to be international, but not from the start.

HC 4

- The head of marketing and exports, who possesses a degree in Business Administration and Management, a
master’s degree, and foreign language skills, and participated in the internationalization process of a previous
company in the sector.

- In this company, all of the company´s personnel trained, in order to transmit the culture and love for the olive grove
to the customer.

OC 5 - They have an organizational culture that allows them to be more flexible in the international market.

RC 6 - They maintain initial relationships and create new ones in their international expansion.

TC 7 - They offer innovative products through premium EVOO.
- They have technical and technological management skills.

El Trujal de la Loma (No Born Global)

IMOS 1

- In 2010, the company changed from traditional agriculture to organic farming using innovative techniques.
- The founder wanted the company to be international due to the domestic market’s lack of knowledge about organic

oil, but when they began exporting, they discovered that they had difficulties operating in the international market.
They did not conduct market research or adapt their product to the needs of international customers.

- In 2008, the current head of the Sales Department (national and international) joined the company. Prior to that,
only a few isolated exports were made. In 2012, the first continuous exports were initiated through contacts with
importers and national customers who had expanded abroad.

- Neither the founder nor the manager of foreign sales had participated in prior internationalization processes. The
founder had knowledge of the crop, being an agricultural engineer, and the head of internationalization had a
higher degree in tourism as well as knowledge of foreign languages. The company did not carry out market
research or adapt the product to the needs of the international customer.

- They obtained recognized international certificates, awards, and recognitions *.
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INOS 2 - The first exports were initiated through contacts with importers and national clients abroad.
- They relied on EXTENDA and ICEX to attend international fairs.

IEOS 3
- The founder did not want the company to be international from the beginning.
- In 2010, the traditional agriculture changed to organic using innovative techniques. From this year, the founder

wanted the company to be international due to the lack of knowledge about organic oil.

HC 4

- In 2008, the current head of the sales department (national and international) joined the company. Prior to that time,
only a few isolated exports were made.

- The person in charge of internationalization had a higher education degree in tourism as well as knowledge of
languages.

- Most of the company personnel is temporary, so that, for most of the year, the company is made up of 5 people.

OC 5 - They have difficulties in creating learning and organizational culture.

RC 6 - They have difficulties in maintaining international relations, as well as in creating new ones.

TC 7 - They have an innovative culture due to the type of organic EVOO cultivation.
- They have technical and technological management skills.

* Certificates, awards, and international recognition (1) Aires de Jaén: The certificate according to the BRC Global Standard for Food Safety
and the IFS Food Standard Protocol. They have international “Halal Certification” certificates from the Islamic Board. They have received
awards in Berlin, China, Japan, Zurich, Verona, New York, among others. (2) Castillo de Canena: ISO 9001 Certification: Quality Management
Systems. CAAE Organic Certificate, Biodynamic Certificate, DEMETER seal, Verified Carbon Footprint (ISO 14067:2018), Integrated
Production Certificate. They have obtained medals, awards, and international recognition: Dubai, China, New York, Italy, Japan, Germany,
etc. SGE21 Certificate in 2018. Castillo de Canena International Award for Olive Research. (3) Oro Bailén: awards and certificates in Italy,
Los Angeles, Germany, USA, France, Israel, China, and nationally among others. They appear in the Flos Olei 2010 guide. They entered the
top 10 of “best oils in the world” Germany. Recognized awards from the Ministry, among others. (4) Spiritu_Santo: Organic certification,
Award at the fair of organic products: Germany, BIOL Award (Italy), BIOFACH Award 2019 and 2020. TOP 10 Olive Oil Award, EXPOLIVA,
Japan, Los Angeles, and Verona. 1 IMOS: international market orientation strategies. 2 INOS: international network orientation strategies.
3 IEOS: international entrepreneurship orientation strategies. 4 HC: human capital. 5 OC: organizational capital. 6 RC: relational capital.
7 TC: technological capital.

The next step involved obtaining explicit information that was suitable for tracing
chronologies of events, meanings, and discussions [50]. For this, we used the following
analytical techniques:

- Firstly, we used sensemaking, based on process theory, which is undertaken following
Weick’s theoretical framework [51]. Specifically, these visual mapping strategies
allow us to identify the sequence that firms have followed in the strategies oriented
towards the market, the network and entrepreneurship international, as well as
whether the same strategies have enabled the firm’s intellectual capital to achieve
competitive capabilities favorable to the internationalization process. In the same way,
the sensemaking techniques allowed us to determine whether the companies had
followed the strategies included in the model during the three years following their
foundation or afterwards. Therefore, these techniques help us to reveal the origin,
processes, causality, interactions, and duration of the company’s internationalization.

Following Langley [52] and Monin et al. [53], the design of the visual maps is as
follows: (1) the location of the box in one of the three horizontal shadow bands shows
the domain of the strategic orientation associated with the event. (2) The arrows in each
box indicate the influence that one event or decision has on another. Consequently, they
are not all linked since actions included in one strategy may not have a direct effect on
other actions in other strategies. (3) The thickness denotes the impact of the influence (thin
line = medium–low impact/thick line = medium–high impact). (4) The shape of the boxes
signifies whether the event is a decision (rounded corner), an activity (corner) or an event
involving external agents (oval) and adapted in each of the analyzed cases included in
Figures 9–12, below.
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Figure 9. Visual Map Aires de Jaén, sensemaking strategies.
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Figure 10. Visual Map Castillo de Canena: sensemaking strategies.
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Figure 11. Visual Map Galgón 99: sensemaking strategies.
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Figure 12. Visual Map El Trujal de la Loma: sensemaking strategies.
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In a comparative way, the following can be extracted from the sensemaking techniques:
in regard to companies that are born global during the first three years after their creation,
it is the founders and/or managers who have a direct influence in getting to know the
international market, and in creating international networks, as well as those who are
committed to transmitting the EVOO culture, for example, through reverse missions with
distributors and importers. Companies that internationalize after the first three years
from their creation follow a more gradual process, in which the person hired, years after
their creation, responsible for the internationalization process (Edurne in Oro Bailén and
Ana Carcherriel in El Trujal de la Loma) has a direct influence on the pace of international
expansion, as well as on the strategies of market orientation, networking, and international
entrepreneurship. Furthermore, in all the companies, it is the founders (born global) and/or
those responsible for internationalization (non-born global) who are actively involved in
the creation of international networks, to operate in the foreign market.

- Secondly, we applied pattern-matching technique based on comparing the patterns of
agreement between the theoretical framework and the observed or operational one.
This is a basic procedure for testing theories through case studies. Specifically, we
checked whether the theoretical perspective coincides with the reality of the cases,
which will help to know whether market studies, the experience, and character of
the founder, innovation, networking through participation in international fairs, etc.,
have led these companies to achieve adequate dynamic and competitive capabilities
(Table 5). Our study is supported by that of Vaillant et al. [54].

Table 5. Pattern-Matching Analysis.

Theory Case 1: Aires de Jaén Case 2: Castillo
Canena Case 3: Galgón 99 Case 4: El Trujal de la

Loma

IMOS 1: did the
founder/manager or
export manager have

objective knowledge of
the foreign market? *

Yes, they had such
knowledge (market

studies, attendance at
international trade

fairs, etc.).

Yes, they had such
knowledge (market

studies, PIPE 8,
attendance at

international trade
fairs, etc.).

No, this knowledge
was acquired more

than three years after
the company’s

founding (attendance
at international trade

fairs, PIPE 8, etc.).

No, this knowledge
was acquired more

than three years after
the company was

founded (attendance at
an international trade

fair). It does not
conduct market

research.

IMOS 1: was the
founder/manager or

export manager
involved in previous
internationalization

processes? *

Yes, both the general
manager and the export
and sales manager had
worked at a previous
company involved in
internationalization.

Yes, both the general
manager and the sales
manager had worked

on internationalization
projects in a previous

company.

No, they had no
experiential knowledge

of the international
market. In later years, a

sales manager with
previous international
knowledge joined the

company.

No, they had no
experiential knowledge

of the international
market.

INOS 2: did the
company use
networks 7? *

Yes, with EXTENDA,
ICEX, and the

Provincial Council of
Jaén. A network with

distributors, trade
agents, etc. was also

created.

Yes, with EXTENDA,
ICEX, and the

Provincial Council of
Jaén. A network was

also created with
clients, suppliers,

distributors, and/or
importers, chefs, etc.

No. They received
support from ICEX and

EXTENDA to
internationalize more

than three years
following the

company’s creation.
Thus, the network with
clients and distributors
was established once

they commenced
exporting.

No. They received
support from ICEX and

EXTENDA to
internationalize more

than three years
following the

company’s creation.
Thus, the network with
clients and distributors
was established once
they began exporting.
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Table 5. Cont.

Theory Case 1: Aires de Jaén Case 2: Castillo
Canena Case 3: Galgón 99 Case 4: El Trujal de la

Loma

IEOS 3: does the
founder have

entrepreneurial
characteristics 9? *

Yes, from the
beginning.

Yes, from the
beginning.

No, the commitment to
premium EVOO led the

founder to develop
these characteristics

later on.

No, the commitment to
organic EVOO led the

founder to develop
these characteristics

later on.

IEOS 3: are the
products innovative? *

Yes, the company offers
innovative products.

Yes, the company offers
innovative products.

Yes, the company offers
innovative products.

No, it was only the
switch from traditional

to organic farming.

HC 4: did the human
capital achieve skills,

attitudes, and strengths
favorable to the

internationalization
process? *

Yes, the human capital
was involved from the
beginning in fostering

the whole
internationalization

process.

Yes, the human capital
was involved from the
beginning in fostering

the whole
internationalization

process.

No, only after three
years did the company

hire the sales and
export manager who

developed the
internationalization

process.

No, the company hired
the sales manager for

the national and
international market

more than three years
after its creation.

HC 4: did the human
capital achieve

organizational learning
favorable to the

internationalization
process? *

Yes, they use it in an
integrated way in

agronomy, production,
and marketing.

Yes, they use it in an
integrated way in

agronomy, production,
and marketing.

No, they acquired it
more than three years

after the creation of the
company.

No, they acquired it
more than three years

after the creation of the
company.

HC 4: did the human
capital achieve its own

organizational
culture? *

Yes, the formation and
creation of work teams
has been essential since

the beginning of the
company.

Yes, the formation and
creation of work teams
has been essential since

the beginning of the
company.

No, it was acquired
more than three years

after its creation.

No, it was acquired
more than three years

after its creation.

RC 5: did the company
develop the capacity to

create new networks
and maintain old

ones? *

Yes, by attending trade
fairs, trade missions,
etc., and expanded

with new distributors
and sales agents

around the world.

Yes, by attending trade
fairs to strengthen
networks and to

receive feedback from
existing contacts (chefs,
distributors, journalists,
opinion commentators,

etc.) they have
expanded their

network around the
world.

No, they created new
networks with

distributors,
companies, etc. once

they started exporting
(more than three years
after the creation of the

company).

No, they created new
networks with

distributors,
companies, etc. once

they started exporting
(more than three years
after the creation of the

company). Even so,
they have struggled to

maintain and create
new networks.

TC 6: did the company
have a culture of

innovation? *

Yes, innovation is part
of the company’s

expertise.

Yes, innovation
together with research
and development has

been fundamental. The
company has

collaborated with
CITOLIVA 10, IFAPA 11,

and universities.

No, it was acquired
more than three years
after the company’s

creation.

No, it was acquired
more than three years
after the company’s

creation.

TC 6: did the company
develop technical and

managerial
technological skills? *

Yes, technical and
managerial skills

related to ICT were
essential to start

exporting.

Yes, technical and
management skills
related to ICT were

essential to start
exporting.

No, they were
developed more than
three years after the
company’s creation.

No, they were
developed more than
three years after the
company’s creation.

* During the first three years after its creation. 1 IMOS: international market orientation strategies; 2 INOS: international network
orientation strategies; 3 IEOS: international entrepreneurship orientation strategies; 4 CH: human capital; 5 CR: relational capital: 6 CT:
technological capital; 7 Networks: clients, distributors, importers, suppliers, foreign trade promotion agencies, etc.; 8 PIPE: initiation plan
for internationalization; 9 entrepreneurship, innovation, proactiveness, proclivity and competitive aggressiveness; 10 CITOLIVA: Olive
Grove and Olive Oil Technology Center; 11 IFAPA: Agricultural and Fisheries Research and Training Institute.
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Finally, we emphasize that, in order to obtain the highest degree of rigor and quality
of research, we are guided by Yin [55]. Thus, external validity was achieved by using
rival internationalization theories (gradual and accelerated). In addition, we applied
a specific theoretical framework that includes the keys for these companies to achieve
competitive advantages and, in this way, become international as soon as possible. This
framework benefits both companies and the region, for example, exporting companies
can boost their sales, find more mature markets for certain olive oil segments, increase
regional GDP and investment, increase employment, etc. The framework could also
provide incentives that affect regional development (e.g., the use of more innovative
and environmentally friendly production techniques), increase investments, promote
the training of personnel in the harvesting and production of quality EVOO, increase
employment, collaborate with technological centers, learn new working methods from
abroad, increase international networks, evolve in the olive culture, etc. The above benefits
are supported by the literature, in that internationalization is an opportunity for companies
to expand into different markets, creating jobs and economic value for the region [56].

Internal validity was ensured by conducting personal interviews with those responsi-
ble for the internationalization processes of their companies, which were complemented
with information provided by their corporate reports, and via sensemaking and pattern-
matching tools. Reliability was obtained through the completion of the data sheet, the
interviews, which were conducted (and recorded) personally by the researchers, as well as
the coding of the data of the cases studied.

The main results are included in two blocks: (1) olive oil companies that were born
global and, (2) non-born global companies. These are as follows:

Born global companies: Aires de Jaén and Castillo de Canena converted the comparative
advantages (family tradition, knowledge in the sector, culture for olive oil transmitted
from parents to children, personnel with skills, and qualities favorable to the harvesting,
extraction, and processing of olive oil, the support of EXTENDA, ICEX, and Provincial
Council of Jaén, etc.) of the territory into competitive ones. This allowed them to interna-
tionalize in an accelerated manner within three years of their incorporation. To this end,
these companies have implemented the following strategies.

(A). International market orientation: the managers, from the beginning, knew the sector,
and had previous national and international business experience, and high training
and knowledge in the sector. They studied the market to which they could direct
their products, adapted the product to the needs of the international consumers,
understood the certificates of greater recognition needed in each country, as well
as the packaging, the labeling, the flavor, and color of the oil required. In addition,
from the beginning, they studied and prepared, conscientiously, their attendance to
international, recognized, prestigious fairs, to make their product known.

(B). Orientation to the international network: from the beginning, they had a relationship
with EXTENDA, ICEX, and the Provincial Council of Jaén. They attend international
fairs, and contact chefs, importers, distributors, etc.

(C). International entrepreneurship orientation: since its inception, the founders wanted
their company to be international. They used innovative practices, from cultivation
to marketing, while respecting the environment. From the beginning, they conducted
biodynamic agriculture, protecting and respecting the environment. In this way, they
obtain innovative products.

Intellectual capital also has competitive advantages:

(A). Since the birth of the company, human capital has been the key piece in the whole
process. Work teams, composed of professionals with high academic and language
training, and previous experiences in their positions, were created. Likewise, before
exporting, the personnel developed skills, attitudes, and abilities that favored their
adaptations to the demands of the international market.

(B). Relational capital: they created new relationships from those previously obtained
and maintained them over time. They used their attendance at trade fairs to obtain
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feedback from customers, distributors, chefs, journalists, etc. Likewise, they made
great commitments to oleotourism, to make the product known, transmit the olive
grove culture from the field, etc., strengthening the relationship with the international
client.

(C). Organizational capital: the organization is integrated in the whole process, from the
olive grove to the commercialization of oil.

(D). Technological capital facilitates the management and application of technologies in
the different parts of the EVOO production and marketing process.

Finally, one of the main differences between Aires de Jaén and Castillo de Canena
involves Castillo de Canena’s commitment to biodiversity and biodynamic agriculture. Since
its beginnings, the company obtained corresponding certifications that endorsed it (e.g., in
regard to corporate social responsibility). Likewise, both companies have different product
strategies, since Aires de Jaén produces EVOO, virgin olive oil, and olive oil, among others,
while Castillo de Canena only produces extra virgin olive oil in its different varieties.

No-born global companies: Galgón99 and El Trujal de la Loma have comparative
advantages, derived from the territory (family tradition, knowledge in the sector, olive oil
culture transmitted from parents to children, personnel with skills and qualities favorable
to the harvesting, extraction and processing of olive oil, as well as support from EXTENDA,
ICEX, and Provincial Council of Jaén, etc.), but they did not follow market orientation
strategies, or network and international entrepreneurship during the first three years since
their creation (only after). Among the main reasons—the founders had no experience
in participating in other internationalization processes and had no previous business
knowledge of the sector. In addition, they did not intend to go international from the
beginning, which implies that the periods to become international were different (6 years
from its creation in the case of Galgón99 and 10 years for El Trujal de la Loma).

Innovation is just one of the aspects in which they focused on; they applied it in culti-
vation, harvesting, production, and marketing. In this way, they developed an innovative
culture after three years from creation. Both opted to produce superior quality EVOO
(Galgon99, premium, from its beginnings, and El Trujal de la Loma—organic oil, years after
its creation).

In the internationalization process, there are differences among the companies, with
respect to:

- Preparation of international fairs (study, participation, elaboration, exhibition, product,
etc.).

- Adaptation of the packaging, labeling, etc., of the oil to the international client.
- Attracting international customers.
- Study of the international market.
- Adaptation of the product to the tastes, needs, requirements, etc., of each international

market.
- Training and international experience of the person in charge of internationalization.
- Creation of new networks of contacts according to those obtained previously.
- Development of technical and technological management skills.

Finally, it should be noted that Galgón99 experienced a faster internationalization
process when compared to El Trujal de la Loma, since, once the first exports began, its
international expansion was faster. Thus, El Trujal de la Loma is still immersed in a gradual
expansion, while Galgón99 has accelerated. The factors that may motivate the different
paces of internationalization may be related to the differences described above (market
knowledge, human resources training, international experience, international network,
etc.).

In conclusion, after the case studies and the results obtained, we make the following
propositions: in order for companies in the olive sector to convert their comparative
territorial advantages into competitive advantages and become international (after three
years from creation), they must follow the following strategies. Moreover, in order to do so
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in an accelerated manner; that is, to become born global firms, companies must carry these
strategies out within the first three years from creation.

Proposition 1: the founder/manager or person in charge of internationalization must
have objective knowledge about the market and the country where the internationalization
process is to be initiated.

Proposition 2: the founder/manager or person in charge of internationalization should
possess experiential knowledge, having participated in internationalization processes at
previous companies.

Proposition 3: the company should establish an international network (foreign trade
agencies, attendance at trade fairs, congresses, or participation in research, trade missions,
customers, business services, suppliers, competitors, peers, related sectors, etc.).

Proposition 4: the founder should demonstrate autonomy, innovation, proactivity,
proclivity, and competitive aggressiveness towards the international market. That is,
they should have the independence and freedom to pursue an idea and see it through
to the end (autonomy), support new ideas and creative processes that can lead to new
products, processes, or services (innovation), have a forward-looking perspective towards
the international market (proactivity), and be inclined to enter new markets (proclivity) in
order, for example, to improve their positions (competitive aggressiveness).

Proposition 5: the company should offer innovative products, e.g., premium EVOOs.
The above propositions also enable the company and, therefore, the region, to obtain

dynamic and competitive capabilities through intellectual capital (human, organizational,
relational, and technological). The following propositions, concerning intellectual capital,
are identified. Olive oil companies should:

Proposition 6: attain values, attitudes, aptitudes, and capabilities favorable to the
internationalization process (human capital).

Proposition 7: follow an organizational learning process (organizational capital).
Proposition 8: have an organizational culture (organizational capital).
Proposition 9: use the international relationships previously created to obtain new

relationships and maintain them over time (relational capital).
Proposition 10: use technological management techniques (technological capital).
Proposition 11: have a culture of innovation (technological capital).

5. Discussions

The study shows that born global EVOO exporting companies have converted the
comparative advantages of their territories into competitive advantages, become interna-
tional within the first three years from incorporation. However, among the non-born global
companies, Galgón 99 developed these capabilities more than three years after its founding,
and El Trujal de la Loma is still immersed in a gradual internationalization process, so it has
not yet developed all competitive capabilities. Thus, the proposed strategies, followed by
the above companies, to become international have been: (a) Orientation to the interna-
tional market (objective knowledge of the market, for example, through market studies and
knowledge of the founder/manager or those responsible for internationalization acquired,
by having participated in previous internationalization processes). (b) Orientation to the
international network (foreign trade agencies, importers, chefs, distributors, competitors,
Provincial Council of Jaén, attendance at international fairs, etc.). (c) Orientation to interna-
tional entrepreneurship (the founder must be inclined to enter new markets, be proactive
in offering innovative products in international markets, support new ideas, and want
to improve the company’s position in the market). Likewise, the company must offer
innovative products, as is the case with EVOO.

The above-mentioned business strategies lead to intellectual capital (human, orga-
nizational, relational, and technological) of the company and, therefore, of the region,
developing competitive capabilities. Human capital contains values, aptitudes, and ca-
pabilities that are favorable in an internationalization process; organizational capital will
create an organizational culture and offer new forms of organization; relational capital
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will create new relationships from the initial ones; and technological capital will develop
technical and technological management skills, as well as an innovative culture.

International market orientation strategies involve knowing the tastes, demands,
and needs of foreign customers, who demand the production of quality oil (superior
category EVOOs). This means: (a) not using fertilizers or aggressive practices for culti-
vation, production, or harvesting. (b) Using advanced and innovative mills, techniques,
and practices that respect biodiversity, the environment, the habitat, and the ecosystem.
(c) Working towards biodynamic agriculture, where agronomic activity can be combined
with nature, which will favor the preservation of the ecosystem. (d) Participating in re-
search projects, as well as offering innovative products in collaboration with technological
centers and universities, which allows more environmentally sustainable oil to be produced.
All of this has allowed the capabilities of people in the region to evolve, from what was
traditionally done by previous generations to what the global world demands (quality
oil, environmental sustainability, etc.). It is striking that some companies that are more re-
moved from the olive-growing tradition of the area have introduced new values associated
with quality, transforming production practices, in contrast to other companies with longer
olive-growing traditions, which have enhanced the value of the region [57]. Therefore, it is
reasonable to think that the tradition of olive growing also imposes historical barriers that
intellectual capital must overcome, which will lead us to a transformation in the way of
understanding and treating the olive grove, moving us towards the development of more
sustainable farmlands.

In short, knowing the market to which the EVOO product will be directed, and having
a founder/manager or export manager with international business experience will add
value to the product, as it makes it easier to adapt to the demands of the international client,
since the way in which this oil is used in our gastronomic culture does not coincide with
that of the rest of the world. Thus, it will be easier to adapt both the intrinsic attributes
(flavor, origin, nutritional qualities, olive variety, organic and premium character, etc.) and
the extrinsic attributes (brand, price, packaging, point of sale, etc.) to the demands of the
market and/or the target countries. This knowledge will also facilitate the attainment of
international awards and recognition, which adds value to the product. In the same way, it
will be necessary to use the relationships with the Provincial Council of Jaén, EXTENDA,
and ICEX, depending on the needs of each market, through trade missions, international
fairs, face-to-face meetings, show rooms, contacts with chefs, reverse trade missions with
distributors, etc. In addition, it is especially important to transmit the culture and values of
the olive grove to these intermediaries, so that, in turn, they can convey them to the end
customer. In this way, these international networks should be used to forge links between
the global and the local, as they can reduce uncertainty with respect to the international
market and add knowledge to companies in the region that lack experience abroad.

The companies studied are committed to innovation and environmental sustainability,
preserving and respecting the natural heritage of the olive grove. To this end, one busi-
ness/institutional initiative is that of “oleotourism”, or olive oil tourism, since it increases
local participation and involvement, allows people to learn about the crop, its history,
geographic characteristics, etc. Additionally, it is related to the previous strategies (market
orientation, networking and international entrepreneurship), as it enables the creation of
networks, permitting the international customer to learn the origin of EVOOs, as well as
the innovation used for their production. Therefore, offering solutions to companies in the
olive sector. so that they can internationalize in an accelerated manner allows the olive
culture to advance towards the development of a set of skills and attitudes that enable
them to produce better quality oil, as well as to use more innovative techniques to produce
differentiated EVOOs. It is also up to the technology centers to promote the dissemination
of innovations among local stakeholders. However, the companies studied did not have
any relationships with the province’s technology centers, except for Castillo de Canena,
which had collaborated and participated in specific projects since its origins. Therefore, it
would be wise to strengthen this collaboration and establish new contacts.
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In regard to the economic, social, and institutional actors, it was observed that the
companies demand greater support from associations, organizations, and institutions
located in the region, so that the internationalization process could occur faster, and
uncertainty due to the lack of knowledge of the foreign market could be reduced. This
disconnects between companies in the olive sector and institutions, associations, technology
centers, etc., could stifle the emergence of other new institutions, which act as an engine
for the development of the region, since they encourage the diffusion of innovations.
According to studies by Aznar et al. [58] and Rodríguez-Cohard and Muñoz-Guarasa [59],
in the region in which the study area is located (Andalusia), most endogenous development
tools are activated through local initiatives to change the local productive system, so that
cooperating and strengthening ties between local agents and those acting (or located) in
the international arena adds positive effects to the region and its companies. Sánchez-
Martínez et al. [60] indicate that the strategic change initiatives carried out in the region
must be in line with its institutional framework, since informal institutions are key in
shaping a positive outcome from the changes implemented, so that they become processes
of social innovation and endure over time, which contributes to improving the quality
of life of the area’s citizens. Specifically, the municipalities did not support the analyzed
companies at the beginning of their processes (of expanding abroad), so coordination and
cooperation between them and the olive sector is essential, since it is a strategic piece in
the promotion of collective learning within the regional innovation systems, through the
interaction among universities and research centers, external and local companies, and the
public administration [61]. Likewise, the absence of policies for the dissemination of this
“new olive oil culture” (referring to EVOOs) also influences the lack of knowledge of the
sector, with respect to “technical scientific” knowledge [57].

6. Conclusions

The internationalization of companies in the olive sector implies a greater connection
among the resources, tradition, knowledge of the sector, and love for the olive grove, at
the local level, with the demands and needs of the globalized world. There is a long road
ahead in spreading olive culture around the world. First, innovation is key, to develop
and introduce more advanced practices that respect the environment, conserve natural
heritage, and produce higher quality oil with healthier properties. This appears to be
the path along which the agronomy, production, and marketing efforts of EVOOs should
be directed. Secondly, following strategies oriented toward the market, networking and
international entrepreneurship makes it possible to have greater knowledge of the needs of
international customers, since these oils need to be categorized, understood, and studied
to bring them to the consumer’s table, and adapt them more easily to the needs and
tastes of the international customer. Thirdly, the economic, social, and institutional actors
contribute to the dissemination of innovations, learning, etc. Consequently, the role of
these actors in the endogenous development of this region should be strengthened since
the companies studied demand greater collaboration. All of this implies the creation of a
virtuous circle, in which the companies in the sector need the resources, capacities, and
economic, social, and institutional actors of the region to achieve competitive advantages
and, in turn, these advantages are acquired by the intellectual capital that permeates the
region, which contributes to its development.

These conclusions have implications from both a theoretical and a practical perspec-
tive.

From the theoretical perspective, it represents a step forward, since a new framework
was applied to olive oil companies. To this end, the strategies of market orientation,
networking and international entrepreneurship were adapted to the characteristics of the
sector. For example, in international market orientation strategies, distributors, importers,
and chefs are important, since they are the ones who have direct contact with the end
consumers. This enables companies to learn the tastes, needs, and desires of consumers,
which enables them to be more competitive. Thus far, we have not found recent research
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that indicates how companies in the olive sector can be internationalized based on the
advantages of the region. Consequently, this work proposes the keys for these companies
to have greater involvement in the economic, social, and sustainable development of
their regions. Exporting companies can boost their sales, find more mature markets for
certain olive oil segments, use more innovative and environmentally friendly production
techniques, increase regional GDP, employment, and investment, train personnel in the
harvesting and production of quality EVOO, collaborate with technological centers, learn
new working methods from abroad, increase international networks, evolve in the olive
culture, etc.

From a practical perspective, this research has implications for both private and public
management. It offers guidelines so that they can contribute to: (a) improving the image
of EVOOs abroad; (b) educating residents about olive culture; (c) investing in innovation
linked to research and development from cultivation, which implies introducing new
harvesting and production practices, installing more advanced mills, etc.; (d) strengthening
international ties through distributors, customers, competitors, etc.; (e) learning about
new marketing techniques; (f) lobbying political leaders to introduce a grading system
for EVOOs that highlights the characteristics and quality of superior category oils, such
as premium; and (g) encouraging organizations, associations, and local institutions to
modernize themselves, and become more familiar with the foreign market. In this way,
it would be possible for stakeholders to join efforts to make themselves known to the
rest of the world; it would be especially useful for small entrepreneurs, without previous
experience, but with the features needed to become international. In short, all of this will
contribute toward the evolution of the culture of the olive grove and to the development of
the region.

From the business point of view, the accelerated and early internationalization of
companies means gaining knowledge, competitiveness, and flexibility; thus, adapting to
the needs of international clients, which translates into bigger profits for the companies.
At the same time, for the local area, it signifies increased employment, more trained and
qualified people, new ways of understanding the production of EVOOs and of innovating,
new relationships, etc. In short, it adds value to the region, although, in order to contribute
to its development, it will be necessary to connect the following forces: the diffusion of in-
novation and knowledge, the creation of networks, the flexible organization of production,
and the evolution of institutions and social capital.

Despite the contributions of this study, it also has some limitations. There is a need
to broaden the study by introducing quantitative data. To this end, we suggest that in
future research this inductive method be complemented with the deductive qualitative
comparative analysis (QCA) using fs/QCA software. We also propose applying this model
to other geographical areas in which olive groves are cultivated [13].
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