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SUMMARY: This study reflects upon the need for small and medium-sized enterprises (SMEs) in 
pharma–nutraceuticals to embrace business intelligence (BI) data analysis. SMEs in this field can 
best establish themselves as international SMEs and when a company first enters the market, it 
should be “born global” and have direct interactions with the global market, all while embracing 
the use of BI. Taking the case of the Swedish company MediTec International FairLife Group, this 
study examines how startup pharmaceutical SMEs in the United States and Europe can enter a 
market by taking a “born global” perspective that leverages online facilities. 

Introduction 

Small and medium-sized enterprises (SMEs) in the United States and Europe have in recent 
decades developed and gone from being minor players in local markets to essential actors in the 
global market. The introduction of online-based global standards for communication and analytics 
has made it possible for SMEs to function in the international market (Aspelund & Moen, 2001). 
In this way, SMEs can promote themselves as full-fledged international companies and as niche 
suppliers, as they develop and execute company-wide trade strategies for use on the global market 
(Loane, 2006).   

It has become essential that SMEs in the pharmaceutical field set up a “born global” 
business intelligence (BI) strategy for marketing online and embrace international market 
expansion from their very inception (Emden et al., 2006). As e-market ownership structures remain 
open, a small-scale brand can make its way into a buyer’s consciousness (Freeman, Edwards, & 
Schroder, 2006). Perhaps more importantly, by following this strategy, an international SME 
(ISME) can preclude failure or mitigate the risk of being sold to investor conglomerates 
(Luostarinen & Gabrielsson, 2006). 

Building a Knowledge-Based Organization and Business Intelligence 

Alnoukari (2011) asserts that “Business Intelligence (BI) is a set of tools and techniques 
that can help organizations to collect, clean, and integrate all their data.” By leveraging BI, says 
Alnoukari (2011), “Organizations can then be able to analyze, mine, and dig more into their data 
in order to make the right decisions at the right time.” 

MediTec International FairLife Group (MediTec Group), a Sweden-based ISME in the 
nutraceutical field, works with a variety of BI systems; for this company, these systems represent 
“the linking between competitive advantage and BI [that] appears as a critical point in company 
strategy and info systems” (Chen, Chiang, & Storey, 2012).   
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To o ptimiz e its BI man age ment, M ediT ec Gr oup m a kes a point of min im izin g its number 
of s take holders . B I s upports busines s  managem ent by o ptimizing clien t re la tio nsh ip s , c o n tro lling 
busines s ventur es, and i nf or m ing s trate g ic de cisio n-m a ki ng w h er ever B I a pplic ati ons can be us ed 
i n or de r to ma in ta in d is tin c t o p era tions and l everage BI da ta us a ge ( N egas h, 2004 ).  

Co rp oratio ns us e B I as a m eans of pr ovidi ng cal cu l ab l e a nd accu rat e d at a tha t w ill in form 
st rat egi c d ecisi on -making , bas ed on pres sures se en in the business e nvironm ent ( Lönnqvist & 
P irttimäki , 2006); vari ous t echnol ogie s a nd m ethods a re us e d to unde r stand c om pany d ata a nd 
dr ive inte rac tio ns betw ee n com pany par tne rs an d in-house divi sions . A m ong those di vi sions, 
M ediTe c Gr oup under takes desi gn colla bora tion w it h r egar d t o business a na l ysis work a nd 
an a lysis s tra teg ies involving supplie rs and t hi rd-p ar t y partn ers ; it a lso mak es use o f var ious in-
hous e M e di Tec G roup ana ly tic a l res ults ( Par en teau et al., 2 016 ).   

B uilding a Com p etit i ve A d van t age

A c ompet i tive a dva ntage deri ve s  fr om v ar i ou s  r es o ur ces an d cap acities  t hat put a com pany
in a positi on of pe r form ing b etter , re lative to its c ompe titors , in a s peci fic mark et . To com pete in 
in te rn a tio nal mar k ets, t ran sn ati on al com p an i es l ik e M ed i Tec G r o u p need to en h an ce t hems elv es
in te rms o f th ree f act or s th at can  giv e  a c om pany a c om pe ti t i ve adva nta ge i n the  globa l  ma rket : a 
com pany and i ts products m ust be of  va lue; the produc t s ar e p r ef er ably u n iq ue ; a nd the  p roducts 
ar e not eas ily copi ed or s ubst ituted , w hich allow s them to w ithst and pres sur e f rom other c ompanies 
and bra nds  ( B a rney, 1991; C ol lis ,  1991) . Thes e val ues and unique res our ce s c a n be st ow upon a 
com pa ny co m p et it iv e ad v an t ag es an d s er ve as co r e com p etenci es ( P r ah al ad & H am el, 1 99 0),
dyna m ic c a pa bili t ies (E ise nhar dt  & M a rtin, 2000), and s tra tegic as set s (A m it &  S hoem aker , 1993) .  

I nter nat ional companies cont inuously e nf orc e  stra tegies by w hi c h they can b ett er pos ition 
t hem s elve s and t he i r product s t o cre ate s tronger fundam ental s for e xpans ion . In lin e w ith 
i nter na tional or g anizati on t heor y , t he y m ay e ncour age— through the  use of be tte r  B I— in te r- a nd/or 
in tr a-or ga ni zati onal coope r ation t o ach i eve t his adva nt age (C hi l d, F a ulkne r, & T allm an, 2005).   

M ed iT ec G r o u p cr eat es i ts core product s by l eve r a gi ng r aw a nd unique  i n-h ou se m aterials;
doing s o c ons t itutes a com pany adva nta ge .  Fur the r more , Me di Tec G roup has in recen t y ears 
w orked towa rds the cre ati on of a com p et itiv e adv ant ag e i n t he for m of r eorganizi ng the c om pa ny 
st ructur e so a s t o si t e loc ation s in c ount ri es and regions that have a d is tinc t imp o r ta n c e f o r the
com pany. This rec onstr uc tion m anagem ent, as p ar t of an in -hous e  inte rnati ona l  mar ke ting s tra tegy, 
can create a n a ppropri ate pr es ence in mu ltiple areas t o b uild bus ines s e nvironm ents wh er e  the 
com pany is act ive. F or ex am ple, M ediT ec G roup has opte d t o s ite its headquart ers (H Q ) i n D ubai 
in stead o f Sw ed en ( as w as p r eviou sl y th e cas e ) becau se m uc h of MediT ec G r oup’s b usine ss t akes 
pl ace in th e M iddle E ast, A f rica , and Asia . T he Du bai area is central to MediT ec G r oup’s bus i ness 
an d is a n int ernati onal hub for B I m anagement.   

Duba i has in 20 year s g rown fr om a f igur at ive “b usi ness deser t” t o a u niv er sal center f or 
in te rna tio nal tr ade ; t his has oc c urred on the ba sis of i ts c ost-bas ed logis tic al ad v an tag es ,  which 
fo ster a bus ines s e nvironm ent i n w hi ch co mp an ies can s et up a cen tral t rad e node for transnational
bus ines s . M e di Te c  G roup ma in tains ful l owner shi p of  it s bus ine ss i n the fr ee zone s a nd t hi s o ffe rs 
the com pany t he hi ghe st s t anda rds o f in fr ast ruc ture and bus ine ss e nvironm ent. It als o gi ve s
M ediTe c Gr oup a c ompeti tive a dvantage, as 90% o f  t rade in t he Un ited Ar ab E mirates com es fro m 
i nter na ti onal busi nes s  (ME N A, 2017). 

In M ediTe c Gr oup, the i ntr oduct ion of m a r ketin g and s al es e ffort s  in the E ast A fri ca 
subs idi ary ha s i n cr eas ed the nee d f or t he c om pa ny to build a know ledge ba se t o elevate its BI. Th is T o optimize its BI management, MediT ec Gr oup makes a point of minimizing it s number 

of stakeholder s. BI suppor ts business management by optimizing client r elationships, contr olling 
business ventur es, and inf or ming str ategic decision-making wher ever BI applications can be used 
in or der to maintain distinct oper ations and l ever age BI data usage ( Negash, 2004) .   

Cor por at i ons use BI as a m ean s of pr oviding cal cul abl e and accur at e dat a that will inf or m 
st r at egi c deci si on-making, based on pr essur es s e e n in the business envir onment ( Lönnqvist & 
Pir ttimäki, 2006) ; var ious technologies and methods ar e used to under stand company d ata and 
dr ive inter actions between company par tner s and in-house divisions. Among those divisions, 
MediT ec Gr oup under takes design collabor ation with r egar d to business analysis wor k and 
analysis str ategie s involving supplier s and thir d-p ar t y par t ner s; it also makes use of var ious in-
house MediT ec Gr oup analytical r esults ( P ar ent eau et al ., 2016) .   

Building a Com pet it ive Advant age 

A competitive advantage der ives f r om var i ous r esour ces and capaci t i es t hat put a com pany 
in a position of per f orming better, r elative to its competitor s, i n a speci f i c m ar ket . T o com pet e i n 
inter national mar kets, tr ansnat i onal com pani es l i ke Medi T ec Gr oup need t o enhance t hem sel ves 
in ter ms of t hr ee f act or s t h at can gi ve a company a competitive advantage in the global mar ket: a 
company and its pr oducts must be of value; the products ar e pr ef er abl y uni que; and the pr oducts 
ar e not easily copi ed or substituted, which allows them to withstand pr essur e f r om other companies 
and br ands ( Bar ney, 1991; Collis, 1991) . T hese values and unique r esour ces can bestow upon a 
company com pet i t i ve advant ages and ser ve as cor e com pet enci es ( P r ahal ad & Ham el , 1990) , 
dynamic capabilities ( E isenhar dt & Mar tin, 2000) , and str ategic as sets ( Amit & Shoemaker , 1993) .   

I nter national companies continuously enf or ce str ategies by which t hey can bet t er position 
themselves and their pr oducts to cr eate str onger f undamental s f or expansion. I n line with 
inter national or gani zat i on theor y, they m ay encour age—thr ough the use of better BI —inter - and/or 
intr a-or ganizational cooper ation to achi eve this advantage ( Child, Faulkner , & T allman, 2005).   

Medi T ec Gr oup cr eat es its cor e pr oducts by lever aging r aw and unique in-house m at er i al s; 
doing so constitutes a company advantage. Fur ther mor e, MediT ec Gr oup has in r ecent year s 
wor ked towar ds the cr eation of a com pet i t i ve advant age in the f or m of r eor ganizing the company 
st r uct ur e so a s t o si t e locations i n countr ies and regions that have a distinct impor tance f or the 
company. T his r econstr uction management, as part of an in-house inter national mar keting str ategy, 
can cr eat e a n appr opr iate pr esence i n multiple areas t o bui l d business envir onments wher e t he 
company i s act i ve. F or exam pl e, Medi T ec Gr oup has opted to site its headquar ter s ( HQ) in Dubai 
i nst ead of S weden ( a s was pr evi ousl y t he case) because much of Medi T ec Gr oup’s b u si n e ss t akes 
pl ace in the Middle E ast, Af r ica, a n d A si a . T he Dubai ar ea i s cent r al t o Medi T ec Gr oup’s business 
and is an inter national hub f or B I m anagem ent .   

Dubai has in 20 year s gr own f r om a f i gur at i v e “bu si n ess d e se r t ” to a uni ver sal cent er f or 
inter national tr ade; this has occur r ed on the basis of i t s c o st -based logistic al advant ages, whi ch 
f ost er a business envir onment in which com pani es can set up a cent r al tr ade node f or tr ansnational 
business. MediT ec Gr oup maintains f ull owner ship of its business in the f r ee zones and this offer s 
the company the highest standar ds o f inf r astr uctur e and business envir onment. I t al so gives 
MediT ec Gr oup a competitive advantage, as 90% of tr ade in t he Uni t ed Ar ab E m ir at es com es from 
inter national business ( ME NA, 2017). 

I n MediT ec Gr oup, the intr oduction of mar keting and sales ef f or ts in the E ast Af r ica 
subsidiar y has i ncr eased the need f or the company to build a knowledge b a se t o el evat e its BI . T h i s 



BUSINESS FORUM Vol 27, Issue 2 | 22 

BI will, in particular, relate to marketing efforts in the region but also aim to interlink with the 
HQ’s manufacturing, logistics, and research and development (R&D) efforts with respect to the 
company’s products to support them as well. 

MediTec Group realizes that integrated intelligence on the business and the overall market 
from the perspective of a manufacturer derives from the knowledge base that the company collects 
from on-the-ground sales and marketing input. For this reason, MediTec Group has established 
the use of strict planning and reporting tools that capture general opinions on their products; the 
company also captures product responses from doctors, pharmacists, and end users. In this way, 
the company has been able to form an overall understanding of the market response from crucial 
opinion leaders, as well as responses from the market and reactions to sales initiatives.   

MediTec Group has, based on these data, built a knowledge-based response system geared 
towards company-wide organizational improvement. This system has undergone constant 
development since September 2017, which has occurred in three distinct stages. In the first stage, 
the company used data to discover ways in which it could support marketing personnel on how to 
best expand into the existing market and reach virgin market segments. In the second stage, the 
company established new raw-material and production sites to accommodate needs anticipated by 
interpreting BI data. In the third stage, the company reconstructed its international organizational 
presence and set up its HQ in Dubai to synchronize BI management and establish better strategies 
by which it can support future logistics and company decision-making. 

A Competitive Advantage: Cultural Differences In Meditec Group Global Markets   

As much as cultural differences in various markets do not hinder MediTec Group as it 
evolves, it is most challenging to understand how to leverage intercultural business aspects to 
perform better as a company (Hofstede, 2002). On this point, MediTec Group understands that by 
approaching other cultures with humility and great respect, many problems that could otherwise 
arise can be handled and translated into market growth.   

Building a Knowledge-Based Organization and Business Intelligence 

MediTec Group is undertaking business performance management through the use of 
analytics and data mining (i.e., through the processing of records used primarily in in-house 
marketing and sales efforts). The on-the-ground sales teams of MediTec Group’s subsidiaries use 
these data in tandem with rigid weekly planning formats and daily reporting structures. From these 
data, the company extracts statistics that are used to develop effective sales-oriented interactions 
with marketing and manufacturing divisions; these statistics are also used in in-house 
communications. These data are supplemented with datasets drawn from Amazon Analytics, 
Akida, Power BI, Google Analytics, and local stakeholders. 

Setting Up Global Business Intelligence 

To better establish its presence among local daughter companies and distribution partners, 
MediTec Group exercises polycentric management with the intention of creating a global 
environment in which BI stakeholders can interact and find common ground in optimizing 
interactions within the global BI team (GBIT). The company’s R&D and manufacturing teams 
practice an ethnocentric strategy to minimize the risk of competitors learning in-house product and 
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manufacturing secrets. The company’s GBIT, meanwhile, takes a geocentric approach to 
consciously optimize all parts of the company architecture and develop a more finely structured 
transnational BI management system (Korbin, 1994). In choosing candidates for a virtual BI 
management team, companies need to address cross-cultural issues and hire self-initiated people 
with good mental stability, empathy, and the ability to handle cultural discrepancies while holding 
a global mindset (Hill, 2016). 

Establishing links among between the various parts of a company (i.e., R&D, 
manufacturing, international marketing, regional marketing, daughter companies, local 
production, and marketing efforts) is crucial in developing a global strategy that involves executive 
management (Daily, Certo, & Dalton, 2000). 

To continuously educate itself, the GBIT uses Black and Mendenhall’s (1990) three-
dimensional typology to elevate cross-cultural competencies. The GBIT embraces both practical 
and theoretical training for expatriate management, which supports openness to new experiences 
and the development of the stable mindset needed to optimize BI management competencies 
(Leiba-O’Sullivan, 1999). Furthermore, training enhances previous cross-cultural work 
experiences, which may translate into certain desirable traits, such as cultural flexibility, less 
ethnocentrism, and a tolerance for ambiguity. These qualities form a stable foundation for an 
individual in performing well within a transnational group setting as a BI leader (Caligiuri & 
Tariqueb, 2012).   

Internet Trade and E-Commerce 

International trading facilitated by better logistics and communications—in addition to 
global marketing via websites, email lists, and social media—has revolutionized ISME capabilities 
and capacity. The result has been better-functioning businesses that operate and succeed in the 
global market (Luostarinen & Gabrielsson, 2006). In the past 10 years, internet trade has taken a 
formidable position in international trade; this has been especially the case in China and the United 
States but internet trade is also growing elsewhere. People prefer to have goods sent directly to 
their home, as this allows them to conserve the energy they would otherwise spend in collecting 
products in a shop and transporting it home. The new understanding that shopping is something 
that can be done online and not in bricks-and-mortar shops is growing among the general public 
to the extent that e-commerce now represents about 10% of all retail sales in the United States and 
Europe (IPC, 2017). For an ISME to take part in the international market and secure its role in 
future trade routes, it must consider crafting and adhering to a strategy that considers the best 
approaches to online sales (i.e., e-commerce). There is a plethora of ways in which pharma– 
nutraceutical ISMEs can partake in e-commerce but they must choose ways from which they will 
benefit in the long term. The MediTec Group leverages data from Akida, Google Analytics, and 
Power BI software to analyze the status quo and set up strategies by which it can make further 
improvements in its current-day markets; in this way, it can also improve its performance in terms 
of expanding to new markets. 

International E-Commerce 

Creating solutions with regard to ISMEs’ e-commerce BI strategies—and for introducing 
new product sales—is challenged by differentiation in data inflows from local markets 
characterized by a variety of business cultures. Frequently, when setting up a company homepage 
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for e-trade purposes, higher costs often accrue with the introduction of products to local e-
commerce markets or with price discriminations among various markets. 

The solution promoted in this paper relates to e-commerce business analysis and sales in 
the context of an international e-commerce marketplace. By using an international trading 
platform, the marketing efforts already managed through an ISME’s marketing strategy (through, 
for example, a global homepage, email lists, and regular updated social media postings) are 
enforced by commercializing the products through a distributor devoted specifically to 
international e-commerce. There are numerous e-commerce marketplace platforms but ISMEs in 
the pharma–nutraceutical field tend to opt for a marketplace that discriminates among markets in 
terms of both pricing and market approach; the ability to do so is essential to adaptive market 
differentiation.   

Conclusion 

The current study examined how startup pharmaceutical small and medium-sized 
enterprises (SMEs) in the United States and Europe can enter a market while taking a “born global” 
perspective—namely, by focusing on enhanced communication capacities, online logistics and 
marketing proficiencies, email lists, and social media. 

Furthermore, this study highlighted that pharma–nutraceutical international SMEs 
(ISMEs) must consider the capacity of e-commerce business analysis management and adapt a BI 
strategy by which they can react to market responses and generate market growth in the future.   

This study also examined business analysis in e-commerce and proposed that the use of 
business analytics in the e-commerce platform be considered a solution by which to offset the 
comparative disadvantages of being a new and minor player entering the market. This is especially 
the case for ISMEs, which can involve both in-house subsidiaries and distribution partners when 
reaching a fuller understanding of markets and how to integrate upcoming e-business market 
capacities. 

The assertion is that ISMEs build competitive advantages by forming a global company BI 
structure that features cultural competence teams and by positioning the headquarters in an area 
that supports long-term strategies, which, in turn, support decision-making needed to make the 
company competitive. 

The final recommendation is that smaller companies in the pharma–nutraceutical field set 
up a global strategy from the start based on marketing and sales networks that are fundamentally 
integrated. These networks can be integrated through business analysis management and 
transplanted into internet marketing and trade that support traditional sales networks (i.e., through 
distributors and in-house marketing) to build up company BI on a global scale.   
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