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Abstract: Being a strong yet growing economy, Poland is among the global leaders for doing 
business and an attractive destination for foreign companies expanding their reach abroad. 
However, entering such a complex and challenging market does not always go smoothly. 
Thence, this study aims to determine the critical factors hindering the development of inter-
national business in the country. To do so, the research employed an instrumental explanatory 
case study approach. The research subject is a subsidiary of a German electronics manufac-
turer in Poland, whose employee, who is also a researcher, is trying to identify the reasons for 

tive data from field notes and individual interviews with customers identified the following 
five factors that might be responsible for that: novelty, staff, logistics, communications, and 
marketing. The findings suggest that to be successful in the Polish context, an international 
business should offer novelty in its products or services, employ some local personnel, rely 
on local logistics, and conduct as much communication as possible in the Polish language, 
especially in marketing. The study not only fills the gaps in the literature on international 
business development in the Polish context, but also offers practical recommendations for 
improving the efficacy of international companies, regardless of their geographical location. 
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Introduction 

Numerous internal and external studies have shown that Poland, a country with 
a very positive commercial climate, is an excellent place for foreign direct invest-
ments and international business development. For instance, Poland was ranked third 
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in terms of the best country in the world to invest in or do business in 2020 according 
to CEO world magazine (Papadopoulos, 2020). However, investing abroad is 
a highly difficult and complex process that requires dealing with realia on the 
ground  and transferring money, which is why not all businesses thrive. Even estab-
lished businesses might experience failures in international markets. This article 
aims to identify the causes of one such international company's poor performance in 
the Polish market. 

In particular, the focus of the study was a limited liability company with Polish 
registration that was meant to represent a well-known German electronics manufac-
turer, hereafter referred to as MRSpolka. From its registration until recently, the 
company was run by foreign employees, who were transferred to the newly estab-
lished office from a similar representative office abroad; the company has not had 
a single Pole on its staff since its establishment. As for marketing, new product  
development, technical support, and warranty-related issues, the representative of-
fice uses the resources of the relevant departments of the parent company in Ger-
many. Such reliance on foreign employees as well as managerial and organizational 

pany started its operations, the then-existing Polish clients of the parent company 
were transferred to the newly formed jurisdiction, which provided the guaranteed 
and necessary profit for its operations. The main goal was set to develop the market, 
particularly expanding the client base. Nevertheless, as of September 2022, despite 
the relevance and market demand for the company  products, the Polish representa-
tive office could not grow the client base and sign new contracts besides those passed 
on by the head office. Understandably, this raised pertinent inquiries from the man-
agement of the German office and motivated the carrying out of this investigation. 

Therefore, this study attempts to address what objective and subjective factors 
prohibited an international company,  which, despite its Polish registration this rep-
resentative office is,  from conducting business successfully. The study employs an 
instrumental explanatory case study approach, empirical data  derived from field 
notes and longitudinal observations of the company's daily operations during Octo-
ber 2021  September 2022 recorded by the researcher himself, as well as infor-
mation gathered from casual interviews with the company's customers. 

Literature Review: Success and Failure of International Business 

The first aim of the literature review is to determine what could be considered a suc-
cess or failure of international business and the major problems surrounding these no-
tions in the literature. For example, in their most generic definition, Bourguignon and 
Goh (2004) identify bu

-
Davies (2002), for whom the company's success is decided by a particular measure-
ment that could argue justifiably for or against success. Therefore, in its strict sense, 
success can be understood as the ratio of output or outcome to input; regarding 
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MRSpolka, the ratio of acquiring new customers is zero or extremely close to zero, 
which unquestionably validates the fact that the company failed. 

In the literature, some elements that affect whether an international business is 
successful or unsuccessful have been discussed, including works by Swoboda et al. 
(2014), Wigley and Chiang (2009), and Cliquet et al. (2014), among others. None-
theless, the factors and theoretical models found in the literature are mostly con-
cerned with analyzing the failures and successes of big, global businesses, which 
have nothing to do with the particular circumstance. Feldmann (2016) suggests that 

. However, because of different timing, 
locations, and stages of internationalization, it was not quite possible to identify the 
universal factors that would suit any situation. Only a small amount of study, in the 
opinion of the same academic, is pertinent to the context of the country in focus. 
Later, Evans et al. (2008) found that critical factors are not fixed in time, and they 

.  

, it can be inferred that international business in a foreign 
country depends on both internal and external factors. On the other hand, considering 
the current study's focus on the business itself and the fact that the business environ-
ment in the country (external factors) has not changed during the year of its exist-
ence, the primary concern of this research is only the internal factors. Thus, similarly 
to Feldmann (2016), the study sets itself the task of understanding what actions or 
inaction of the company affect its ability to acquire new customers, which is consid-
ered the immediate indicator of business success at this stage of its development. 
The proposition that various internal factors, especially the way a company does 
business, directly contribute to business success is not only logical but also con-
firmed in numerous studies, for example,  Heslina et al. (2016), 
ler (2016), Mugiati (2015), Tariku et al. (2020), Ummah et al. (2021), and Xuan et 
al. (2020). Moreover, among those internal factors, the researchers distinguish not 
only what the company does or does not do but also how it does it, what it looks like, 
and various others.  

Despite the vast amount of research on the subject of international business  
development currently available, Poland's international business development issues 
have received relatively little attention, indicating a research gap. Thus, the purpose 
of this study is not only to help find the factors that hinder the development of a given 
business but also to at least in part fill the existing gaps in the practice and literature. 

Research Method 

The research employs an instrumental explanatory case study approach, which is 
-depth appreciation of an issue, event or 

phenomenon of interest, in its natural, real-
1984; Zainal, 2007). The subject of the research is a subsidiary of a German elec-
tronics manufacturer in Poland, whose employee, who is also a researcher, is trying 
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According to 
field of business to gather mainly the qualitative data that would be impossible or 

the researcher selects a minor group occurrence by the subject (which undoubtedly is 

For qualitative analysis, the researcher used data from long-term longitudinal 
observations of day-to-day activities by the company, recorded by the researcher him-
self, and data from in-depth interviews with business partners and customers of 
MRSpolka, to whom the researcher had access. The information the researcher received 
during the cooperation with the co
helpful. Six respondents (direct and potential customers) were interviewed, which 

2015). Further in the text, the information provided 
by these people is encoded as information by Respondent 1 to Respondent 6. 

Data collection occurred in two stages, which inherently resemble what Teddlie 
and Tashakkori (2009) called the sequential data collection procedure. First, the field 
notes, MRSpolka related email correspondence, and all business-like documents 
and transcripts of negotiations, were put together and tentatively categorized. Then, 
these initial categories served as input to formulate questions for subsequent inter-
views. The researcher used a purposive-opportunistic sampling technique to select 
informants; non-
swell & Plano Clark, 2008). The interviewees were chosen from among those who 
worked with the brand even before establishing the Polish representative office. 
Interviews were conducted in the Polish language, the native language of the inter-

-
ended questions during the interviews were transcribed verbatim, sorted, and exam-
ined to identify primary patterns, which eventually resulted in progressively refined 
conceptualizations, or what Patton (2002) called conducting a content analysis.

After thoroughly analyzing the data, several factors were identified as possible 
reasons why the company did not reach its main business goal of attracting new cus-
tomers. Every notable factor was highlighted and then classified into one of the five 
categories: novelty, staff, communication, logistics, and marketing, which will be 
discussed in more detail. Overall, the framework approach of the qualitative analysis 
can be presented as follows:

Figure 1. Framework approach for qualitative analysis

Source: for this study
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Findings and Discussion: Factors Hindering the Development 
of International Business 

Novelty 

According to the unanimous assertion of all the respondents, in the time that 
passed since the first acquaintance with MRSpolka (from 6 to 11 months), the initial 
admiration (excitement) and the accompanying hopes on the side of existing custom-
ers for improvements were replaced by calm indifference or even irritation. The fact 
is, as Respondent 1 explains.  

 
Initially, there was an illusion that it would be much more convenient to  
conduct business, communication would be more pleasant, and everyone was 
expecting some kind of novelty ... But as practice has shown, nothing new has 
happened, and sometimes, the cooperation with the brand got even more intri-
cate.  
 

In particular, the respondents correlate these intricacies with some displeasing 
issues related to innovations  in logistics and some particularity of communication. 
The word innovation  is used here with a negative connotation. Therefore, the re-
spondents are asking a logical question  What is the point of this change? Where 
is the novelty we were expecting?  As a result, some of its Polish buyers perceive 
the company as a forced necessity with which they have to cooperate whether they 
like it or not. The Traditional Internationalization Theory by Bilkey and Tesar (1977) 
indicates the importance of novelty for success, particularly with international busi-
ness; it explicitly states that to be successful, an international company has to adapt 
new ways of doing business innovatively  

However, looking at the interviewees' comments more broadly, one can conclude 
that the company offers nothing radically new to its old customers or the market. 
Evidence of this may be at least the observations made by the author himself. For 
example, during a joint visit with the head of MRSpolka to a potential client, the 
company representatives could not convince the latter why he should abandon the 
competing product. Moreover, in an established (settled) market, to change a sup-
plier, such insignificances as a better price, faster delivery, or the like do not serve 
as a breakeven point. Here, an integrated approach or something qualitatively newer 
than the market offers is needed, which is precisely what is missing in our case. 
Hence, novelty is essential for a business to succeed, which is not quite possible 
without acquiring new customers. The result is in line with studies by Krugman 
(1985), Verspagen, and Wakelin (1997), which found that novelty could lead to the 
success of an international business.   

Staff 

The initial anticipations of existing customers for better communications with 
a newly-established Polish business instead of boring Germans (this is how Re-
spondent 4 refers to the staff of the parent company in Germany) did not come true. 
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the company is still Polish, the foreign staff makes it significantly different from 
. At the same time, the absence of Polish-speaking 

employees in the company only exacerbates the existing discomfort. Almost all the 
respondents mentioned that they would welcome Polish native speakers at 
MRSpolka. employees in the com-
pany  . The importance of focusing on this 
statement becomes clearer when it is viewed in many types of research on the atti-
tudes of Poles toward other nations conducted annually by the Public Opinion Re-

-third of 
respondents are favorable to Germans and Ukrainians  (the staff of MRSpolka), 
while Poles have the most positive attitude towards Czechs and Slovaks. For exam-
ple, according to the same source, on a scale from 1 (strongest antipathy) to +1 (the 
strongest sympathy), Ukraine scored 0.08, Germany 0.19, whereas the highest score 
of 0.91 was given to Czechs. In addition, it is wort -ori-

Poland for Poles , a uto-
pian vision very often used by nationalist and right-wing organizations in Poland to 
describe situations in which there are no non-Poles in the country (Rogula, 2021). 
Buchowski and Chlewinska (2012) call this constitutional nationalism , or a situa-
tion where there is a titular nation  -Poles are pre-
sented as a  14). The following numbers exceptionally 
well support these statements: as of 1931, there were about 68.9% of Poles in the 
country, whereas as of 2020, there were 96.9% (Factbook, 2021). According to 

pronounced Polish nationalism is a matter of fact , and 
thus should be well considered by international business. All of what has been pre-
viously mentioned may explain why Polish companies want to see native Poles as 

Chmielewski, 
2018). 

Communication 

The combined factor of communications incorporates the customers' concerns 
associated with the quality of communications (both verbal and written), their struc-
ture, and the hierarchy of communication messages. The problem stems from the 
fact that none of the firm's employees speaks Polish as their first language, which is 
exacerbated because English is not their first language either. On top of all this, there 
is the fact that the knowledge of English in the business environment of potential 
customers, as confirmed by the observations, could also be better. From the multiple 
contacts with potential clients in the course of business negotiations, phone calls, 
and visits to various international exhibitions, the researcher can count cases of flu-
ent communication in English on his fingers. The observation agrees with Salford 
(2022a), who states that while many Poles speak English, only a few can fluently 
communicate in the language. Subsequently, the communication between the parties 
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usually happens either in a non-native language for everyone, namely English, or in 
Polish; nevertheless, MRSpolka staff  Polish are at a considerably basic 
level. For example, Respondent 5 describes his first experience communicating with 
MRSpolka representatives in this way:  

 

company for clarification. An employee of the company apologizes for the 
incoherent letter and, as if nothing had happened, reports that when writing 
letters, he uses Google Translate. 
 

The practice of dispatching business correspondence written with the help of 
Google Translate and without further proofreading by native Polish speakers was 
noted throughout the entire observation period. Why this is not the best communica-
tion practice could be explained by the findings of numerous studies proving that 
Google Translate is not precise enough to handle important conversations; various 
errors occur at three primary levels: lexical, syntactical, and discursive. According 
to Vidhayasai, Keyuravo
Google Translate does not lead to a perfect translation of the original texts, which 

errors might spoil the first impre

effect of such communication techniques, affecting the quality of the cold calls 
and marketing presentations to potential customers, which, according to Salford 

. 
experience at MRSpolka suggest that the hundreds of calls to potential customers 
were doomed to fail precisely because of the listed r -to-
day operations also suffer from this. For instance, the researcher could recall a few 
business events where the presenters from MRSpolka switched from Polish to Eng-
lish when it was necessary to delve into the product's technical description. Conse-
quently, some of those to whom the presentation was intended and who did not speak 
English well were discouraged from further discussions.  

Because of the company's lack of a clear hierarchical managerial structure on the 
one hand, and clear rules regarding who is responsible for what on the other, the 
company's communications are devoid of structure and hierarchy. Structurality here 
means how and through which channels communication is carried out by the hierar-
chy  who handles what, as well as who communicates with whom. As a result, the 
same customer could receive messages in different languages, from different em-
ployees, and even with a different content. Often, the cold and follow-up messages 
were not only conducted in different languages (the marketing messages from the 
German team were conducted only in English, whereas those from the Polish office 
were in Polish or English) but were also distributed thoughtlessly without consider-
ing the hierarchical structures of the potential part -

describes this situation in the following way: 
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In March, as usual, we sent parts under warranty to the address of the parent 
company in Germany. After a month, we wanted to know how things were 
going with the replacement ... we called Germany ... they referred us to their 
Polish office. Of course, in the Polish representative office, the staff knows 
nothing about this case, so we searched. We wrote to the chief of the Polish 
office, and at the same time, we received a letter from the technical director of 
the same office, and on top of it, a message from a German contact stating that 
the replacement parts had been sent to Poland a long time ago.  

 
It should be added that out of habit and inertia, some of the existing MRSpolka 

customers continue to communicate with long-established contacts from the parent 
firm in Germany, thus ignoring the new formation in Poland.  

Logistics 

Problems related to logistics are likely more relevant to the existing customers 
than to potential ones. However, despite this they are still worthy of attention because 
ill-conceived practices can repel potential buyers. The idea of opening a Polish office 
was thought to improve not only the relationships and the business itself but also the 
logistics. Perhaps in the future, the logistics-related issues will be resolved, but to-
day, according to customers things are quite far from perfect and even from what 
they were before.  

Evidence of this could be a quarrel over logistics, observed by the researcher, 
wit -established clients. In the first instance, Respondent 

happening, and the quality of packaging and accompanying documentation has de-
 

that the goods subject to warranty were sent directly to Germany, but now some of 
them were requested to be sent to the Polish office, while others need to be sent to 

mation from the field notes indicate that logistics issues may be brought on by the 
fact that the company's primary warehouse is situated in Germany. In addition, the 
field data suggests that the Polish office does not have direct access to the infor-
mation about stock availability or a properly configured logistics management sys-
tem. For example, if  a client enquires about the availability of a particular product 
directly from the German office, the request is sent to the Polish office. Then, the 

replies to the customers only afterwards. As a result, all the ordered goods are sent 
from Germany to the Polish office, and they are distributed to the local customers 
only afterwards. Therefore, during shipment, the original load from the factory is 
repacked and sent out to the end recipients in smaller portions. This is where some 
mistakes occur; some goods get missed during reloading, and the new paperwork 
differs from what the customers are used to. In turn, the shortcomings in the com-

rs. 
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Marketing

The most important factor that may affect the acquisition of new customers out 
of those identified by the research would be marketing. One of the popular marketing 

communi-
cates to, connects with, and engages its target audience to convey the value of and 

out that marketing is all about attracting new customers.  Adhering to these two in-
terpretations, the company's failure to increase its customer base may be a mark of 
the absence of good communications and marketing. To test this proposition, the 
researcher asked the respondents whether they could recall any marketing effort or 
activities by MRSpolka; none could recall a single fact of acquaintance with the 

activities of the Polish subsidiary were handled by the marketing department of the 
head office in Germany, where they were reduced to sporadic posts on social net-
works. Those posts are in German or English and are mainly concerned with events 
in the German office. All marketing by the Polish office was reduced to simple email 

 As was mentioned earlier, the language of such com-
munication left much to be desired.  

Considering all that has been mentioned, it is not surprising that even old custom-
ers did not know about the opening of MRSpolka for a long time. For example, Re-
sponden -5 months after its 

many, was redirected to the Polish office. When discussing the company's presence 
in the Polish 

ing materials of MRSpolka available for distributors only in English. For instance, 
as of September 2022, a new B2C product that the company has tried to introduce to 
the Polish market since the beginning of the year, has not received any sign of con-

ing. Based on the res

English. The researcher can recall a meeting with a potential customer who literally 
laughed at the marketing booklets in English that MRSpolka offered to support the 

fluence the situation concerning marketing, such as requests to do something in 
Polish, did not find any support fr -oriented managers. The 
excuses most often heard by the researcher from managers were references to the 
fact that the German office knows better. Summing up, for the entire observation 
time, the company did nothing that could be called a step in improving marketing. 

Conclusions 

First, it is necessary to note that the data from the respondents only indirectly 
points out the factors that could prevent the attraction of new customers as they  
reflect the point of view of the existing customers. It would probably be more correct 
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to make a full-fledged analysis of the effectiveness of the company's marketing ef-
forts dedicated to this goal and why they either did not work or had poor results. 
Nevertheless, this is where problems arise because if there is no marketing, there is 
nothing to evaluate. Thus, the conclusions of this study are based only on the infor-
mation provided by the respondents, as well as on observational data by the  
researcher himself. This means that they may be biased by the latter and should be 
taken with caution.   

The next thing to consider when analyzing the research results is that they con-
cern a very particular business, a small company that operates mainly in the B2B 
segment, registered as a Polish company, but, at its core, it is an international com-
pany. Therefore, the findings may be especially useful for international businesses 
that want to improve their operations in Poland.  

Among the problematic factors that the respondents indicate, there are both sub-
jective and objective ones. Respectively, when considering the response options, 
varying degrees of attention should be paid to both. For example, while novelty and 
staff composition factors are quite subjective and very dependent on the characteris-
tics of the business itself, therefore not generalizable, the factors of communications, 
logistics, and marketing are objective. Thus, it is worth the attention of any other 
business that wishes to be successful in a foreign country. 

When seeking reasons for the company's underperformance, it may be worth 
mentioning that MRSpolka represents a well-established German manufacturer, but 
most of its employees are citizens of Ukraine. This detail is important because, ac-
cording to Czarnecka 

does not serve as a positive reference group for them; Poles often frame Ukrainians 
 (Rogula, 2021). This, together with what Morath (2017) 

called an 
of why the potential customers hold the business in disregard.  

Undoubtedly, all five factors identified in the study, to a greater or lesser extent, 
affect the success of an international business, and working with these factors will 
undoubtedly improve the image of the company. Nonetheless, the reasons for the 
failure of a business to achieve the desired results may be quite different. One of the 
things that comes to mind is the busin

inside out without considering Polish corporate culture are unlikely to provide the 
desired outcomes. Moreover, this might be the focus of future research into what 
impedes the growth of international businesses in Poland.  
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W POLSCE 

Streszczenie: 

celu w badaniach wykorzy

personel, logistyka, komunikacja i ma
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