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Abstract—This paper provides a key driver-based conceptual Hence, entrepreneurs and policy makers must urashetst

framework that can be used to improve a firm's egsc in
commercializing technology and in new product irst@mn resulting
from collaboration with other organizations througdirategic
alliances. Based on a qualitative study using &enimew approach,
strategic alliances of entrepreneurs in the foate@ssing industry in
Thailand are explored. This paper describes factaffecting
decisions to collaborate through alliances. It tifigs four issues:
maintaining the efficiency of the value chain foroguction
capability, adapting to present and future comioetjt careful
assessment of value of outcomes, and managemamtasation. We

consider five driving factors: resource orientatiaasessment of risk,

business opportunity, sharing of benefits and cemfce in alliance
partners. These factors will be of interest to epreneurs and policy
makers with regard to further understanding of theection of
business strategies.
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I. INTRODUCTION

HE strategic alliance is a crucial

alliance,

the challenges which businesses face and the tiofirtheir
strategic adjustment i.e. at what stage the detisicenter an
alliance is made.

However, literature on strategic alliances basedroarging
economies is still much let alone and even ra@nfpractical
perspectives. To address this limitation this papervides
evidence on strategic alliances in the food prdangssdustry
in Thailand. It positions this within an overviefthe state of
information on factors which influence the decisioaking
process of entrepreneurs as they choose to cofiebavith
other organizations through strategic alliances.

1. THE FORMATION OF PARTNER ORGANIZATIONS BASED ON
STRATEGIC ALLIANCES

A strategic alliance can be defined as any attéwgdtrms
to realize their objectives through cooperationhwither
organizations rather compete with them. Collaboratis
therefore defined as the union of two or more parti

mechanism foinstitutions or individuals, who pursue a distiradsignment

entrepreneurs in commercializing technology. It ks together [8,9]. This strategy focuses on the bé&ndiat can be

major role in supporting innovative product develgmt. In

emerging economies, entrepreneurs may overcomeast
and problems that individual organization facesisTtrategy
has emerged as one of the most important orgamizdtforms
that provide competitive advantages [1] particylaffor

technology-based companies [2]. As for the fornmatiof

alliances, previous studies have extensively désmlidactors
which influence firms decisions for entering intérategic
alliances for the purpose of technological develepir3,4].

Especially important are factors related to therimal need for
self-improvement and those related to externallehgés in
business environments [5]. It has also been shbamspecific
alliances depend on the type of complementary ressuand
matching new technology capability between partriérg].

All of these are vital to firms’ success in todayssiness
environment.
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gained through cooperating and on the mechanisedegeto
manage the cooperation to realize common goalsiteSic
alliances can offer significant advantages for canips that
are lacking in particular competencies or resouittesugh
establishing links with organizations
complementary skills or assets. Moreover, allianmoay offer
easier access to new markets and opportunitieamigual
synergy and learning.

Several possible motives exist for the establishiman
cooperation through strategic alliances betweerepréneurs
and their partner organizations. For example, C#ildl. and
Wheelwright [5,10] find that decision-making forhéving the
targets of firms comprises both internal and extkemotives
[11]. An internal motive is to improve competencEsternal
stimuli are competitive conditions. Both are sigwaht in
strategies adopted for commercializing technologyd a
innovative product development. In some cases riater
drivers are more important, in others it is extérfactors
which provide sufficient enough motivation for enmg a
strategic alliance. In particular, competitive tiyabetween
global enterprises has intensified with a consecgethat
customers demand, lower costs, higher quality, tshor
delivery times, more value-adding services and ceddi
innovations [12]. Therefore, motives are linkedhe goals of
collaboration.

possessing
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A number of different theoretical perspectives héesn
used to examine motivations. Under certain circant&s, one
perspective may be better than others, but notieenf is the best
at all times [13]. Generally, firms decide to acqui
complementary assets through external partnerirgigried to
support innovation activities in a global businessironment
[14]. Because firms are operating within an acdalptéevel of
risk in order to provide good returns to their gthenlders and
to protect their competitive edge, they operateeuargtrong
business strategies, management and technicaltskdittract
customers under intense pressure for high effigieand
optimal resource deployment. Mostly, the objectieégirms
to establish a relationship and collaboration wattiance
partners come from two positions. The first is g@partunity
for
organization. The second is
partnerships are driven by the logic of strateg&ource needs,
especially the issues of expert exchange [15,16%ume this
can become a source of innovative inspiration , fi8]. This
approach is well suited for simultaneously studyitiee
motivations of cooperation and the characteristicpartners
[19-20].

Moreover, to enhance the process of developingsinbss,
firms need to ensure that their capabilities aréchead to the
competitive market environment in which they openabt just
today, but into the fore seeable future [21]. Telbyy businesses
in the new economy face globalization challengége €hanging
marketing environment is critically important invééoping a
market orientation and market strategies (e.g. oS,
politics, social and culture, technology, marketiainginges etc.).
The challenge of assessing future markets for

organizations for new product development, business
development, R&D and commercializing technology\aties.
They were assured of confidentiality. The detaflsndividual
identites are not presented here as a conditionthefr
participation in this exploration. The professiorf the
respondents varies, but most of them are admitosstaSix
respondents had more than twenty years experiemdehe
rest had more than ten years of experience in -inter
organizational collaboration and product and bussine
development. And all of them were working as keyspa
responsible for alliance engagement, includingtjoéw product
innovation and commercializing technology projestech as
technology and business development for the foodyation
system.

competitiveness and the business growth of rthei
resource complementatio B.Data analysis

Esterburge’s method of interview and analysis isdufor
shaping interview questions and for coding useganalyze the
interview results [24]. Interview question guideliwere sent
to all respondents in advance in order to providiome initial
direction to the interview and to provide focus ftre
phenomenon of interest. All participants were givime
freedom to openly discuss topics and take thevirges in any
reasonable direction. They were asked to answeri-sem
structured and open-ended questions about theboo#ition
between firms and their alliances, on existingessof alliance
collaboration in practice, and on the strategidamadle for
commercializing technology and new product inn@matiThey
expressed their views based on their overall egped of
alliance collaboration in Thailand and not on tteiperience

negf serving in a specific organization. Responseevbased on

technologies is a key demand determinant for produtheir personal view of drivers of strategic alliaedn Thailand

positioning. There are a variety of approachesdhatbe used
to better understand market potential [22]. Wititéning world
markets, innovating enterprises are forced to ingrtheir
operations through enlarged networks enabling éntoyvirtual
partnerships.

A. Sample and data collection

The design of this study is based on defining tagement
of intent in order to give clarity to the alliancellaboration
practices of firms. The food processing industryfiailand is
employed as an example because alliance relatisghithis
industry are very complex. Firms in this industrg sery active
in improving production technology. Moreover, tiislustry is
one of Thailand’s globally industries. In orderunderstand
the strategies of entrepreneurs, it is necessaigyetaify how
entrepreneurs decide to collaborate with theirrgast To do
this, it was decided to collect data using qualitaresearch
traditions through fourteen in-depth interviewsislitcommon
to rely on the deep understanding of some key rimmts in
order to achieve saturation of understanding [23gre the
focus was on

METHODS

in general rather than on their personal view afs¢hof a
specific organization. Relevant information wasasted from
the interview, and then the results were examiradthis
study, transcribed information was analyzed basedthe
principles of grounded theory approach [23,25]. ddiminant
paragraphs and sentences were coded for conceptegbries.
The comparative process was then utilized, thearekers
moved back and forth between transcripts to compaane
contrast these codes. The validity of finding bgoirporating
measures from different angles was achieved bgguilation.
To improve validity, principles of triangulation veeused, as was
respondent validation, clear detailing of methods data
collection and analysis, reflexivity and fair deali with
respondents. This approach provided a rich andnpatiy
valid and reliable interpretation of the collectiformation
[26,27].

IV. KEY ISSUESABOUT ALLIANCE COLLABORATION OF
ENTREPRENEURS

In this study, intense discussions with all respntsl enabled
open sharing of information and the introduction fafsh

the entrepreneur-centric viewpoint arngkerspectives. Each comment relating to collabaeratipproach

concentrated osommercializing technology and new producbetween entrepreneur and its alliance partnerscategjorized.

development projects for food production systemiEhailand.
All fourteen participants were high profile. Thegspondents
were practitioners involved in collaboration withxternal

Below is a description of the associations thgiaedents had for
these alliance interactions. On the basis of theséndings are
presented along the following statements.
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A. Maintaining the efficiency of the value chain for
production capability

The Thai food processing industry has been faciigip h
costs of investment for a long time. Firms try t@eome this
problem by adjusting their production structures aading
value to their products. These operations needrégpglarge
investment and various resources so much so thaais
often unable to keep track of its efforts along all the
necessary input resources. Therefore these firreg seme
shared investment for the linkages between up+streaw
material and their products. These reasons atttearn to
cooperate with their alliance partners for deveigptheir
internal processes and taking products to markeistly, the
firms collaborate with public research institutesl aniversities in
order to acquire some essential technology and atkeurces as
a means of increasing their performance (e.g. usied
proven or technologies transferred).

Moreover, the production capability of these firntt only
depends on investments in tangible resources wtachbe
purchased or replicated, but also on the use iaha# networks
to acquire new knowledge, skills and capabilit@sifinovative

Therefore they try to share these risks of investraend
uncertain market for survival of their businesscoylaboration
with alliance partners.

C. Careful assessment of value of outcomes

Firms in Thai food processing industry will formiahces
with well defined benefits. Firms will be selectiabout their
partners, particularly when they are not clear abthe
ownership of shared outcomes of collaboration. fisuee the
benefits to collaboration, signed agreements apeesi before
starting cooperation which make clear the rolestakeholders
and the later management of outcomes. Howevensfin the
Thai food processing industry still face problemfimegotiation
with their partners about the estimation of valfieoatcomes
in practice. These problems may arise if targetmcabe fully
met. Without an exact strategy, management mayitionan
impossible task leading to collaboration failurer Example,
on a particular concern about value of outcomes
collaborating with public research institute andversity for
social benefits, social linkages and trends ardt deigh by
business because of the importance of the intestiom

processes in order to increase their performanagch S between social and economic purposes. Firms cavoid the

expertise in a certain area is the driver of refethips and
interactions for knowledge transfer both within aadross
organizational boundaries of firms and alliancetnmas. It
means that people are also the basis of successjusto
equipment. These firms focus on trusted staff, #gpand
researchers. Firms are confident that these pedlbleelp them
to create new applications of technology. Stafffiochs may
learn very specialized operations when they worth wixperts
in other firms.

B. Adapting to present and future competition
At present, firms in Thai food processing indusface

increasing competition from new entrants. These p=oties
depend on their commercial market to produce intiova
products. Therefore, they have to create some &th@
products in order to penetrate a new business iargdich

they have never operated before. They perceiveltbaefits
derive from the increased market share so thatrdarged
network of potential consumers entails a betteretstdnding
of the wants and needs of the consumers which seeye.
They have to invest in
development for their target customers. Key issiepe their
decisions, particularly in high quality of producprice,
changing trends in consumption, low entry brandd asw
comers. For this mission, they sometimes need suduahe
immediate results from collaboration, or they expgdong-
term network within which they may work. Firms hofiet
some new ideas and business channels will emeoge tfreir
collaborations. In some cases it leads to
competitiveness than others in the market. For el@amat
present, firms try to increase the standard of f&afdty in order
to maintain the customer's confidence in their pet&l and to
increase market share. However, for this operatiay, often face
risks of investment because many of their custoarerénterested
in lowest price with high quality of products, esjadly in the

domestic market.

risks and constraints which rely on a mature argpamsible
society and business sector. In practice, not rfiamg are well

prepared for this new management challenge. Theoress

when firms associated with addressing social benethere
are certainly increasing financial costs, but withoonfirmed

value of beneficial outcomes. These firms may bensas
socially responsible or as a green company by met® and
other stakeholders, but they are still having raiguy approvals
delayed and failing to win bids to develop resosrae their

organizations. Thus, discussion and negotiatighiatstage are
necessary to identify some rewards in their openati Firms
also expect increased efficiency and some visileleefits to

be produced quickly. These arguments stress tleofgbublic

research institute and university in creating thétable

incentives to encourage relationships with busipesters.

D. Management of innovation

of

Firms in the Thai food processing industry are very

confident that good in outcomes will emerge froneith
cooperation through professional alliances. Ithisirt strategy

innovative goods and servic® find synergies and to overcome the weaknessetheif

partners. Firms expect to work together with thegees of
partners with the same focus on trends and pragtuditn
manufacturing scales, not just only laboratory dazetivity.
In this strategy, firms often consider the perfonc® and
image of that organization first. In Thailand, ireagf the
governmental agency or the public research institahd
university is seemed more professional and confiden

higheliance than other private organizations. Howgsaépresent,

some objectives and management style of each @agam
may conflict with that of their partners and be Sgve to
issues of collaboration. Management style represemt
significant challenge of the ineffective networkeyagement at
large scale. As a result, most of these firms &g@ie little
connection and less need to keep up the developmient
sophisticated basic science with local universiied research
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institutions. In Thailand, opportunistic behavioisr absent.
Firms lack effective communication within partnestworks
for sharing common arrangements on the
contributions which is necessary for their respecti
institutional frameworks. These often lead to theather of
unanticipated problems in future.
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Fig. 1 Model of the affecting decision making otrelpreneur to
collaborate with alliances

V.DRIVERSAFFECTINGDECISIONMAKING TO COLLABORATE
WITH ALLIANCES

Here evidence is provided on critical elements usitiess
partnerships. In particular, some robust guidanitieirmwhich
to manage alliance collaboration is proposed, siggea way
to manage conflict of interest when they arise. STlkey
drivers are gained from the various aspects amnvgtion is
presented along the following themes

A. Resource oriented

Decision-making for collaboration with other orgaations is
related companies own needs for taking
applications to feasible commercial productionnfsrwish to
acquire whatever resources are needed from théaneg
partners. These operations require both financiadl aon
financial investment. Mostly, firms perceive thhey agreed
to collaborate with public research institutes amiversities

targets of high priced product or cannot succeednicertain
markets. Therefore, they try to collaborate witHiaate

respectipartners in order to share the risks of these dtipes and

uncertainty of business.

C. Assessment of business opportunity

Firms are aware that they always have to upgrade

themselves for business survival in both present fanture
challenges. Under this pressure, companies argttgiincrease
their market power, market share and competitivebtesoutdo
their competitors. The imposition of extending netks has
an impact on the decision-making process of conegariihey
may decide to collaborate with external organizetiéor long-
term benefit. Although some companies do not hamg a
financial problems, they still want joint investntgrn project
collaboration with their alliance partners for ieasing
product distribution channels or finding an oppoity of new
business areas. Moreover, some entrepreneurswittrkheir
alliances for joint R&D activity while they have din own
laboratory, core technology and staff because @fctiance of
new applications. It is a strategy supported toiezeh the
expanding capability, especially in new businesa &ithin a high
competitive environment.

D. Sharing of benefits

Entrepreneurs are very careful about secrecy amdnghthe
benefits of collaboration. Mostly companies haveeady
signed contracts or a memorandum of understandihgtiveir
alliance partners for initial-resource-shared itmesit and cleared
ownership involvement. Both companies and partherge to
improve agreement for details of intellectual pmbpe
management, especially estimating value and shéémgfit.
Firms are working harder than before to negotiaith wheir

technolog@rtners. The factors about sharing benefit andpikge

secrecy of outcomes still affects the collaboratlmtween
companies and their alliance partners.

E. Confidence in alliance partners
Although firms hope to work with any alliance pamts or

because of both the financial costs and the exgeedf these organizations, they still want to choose theiraaliie partners

partners in support the development of applicatioh
knowledge. They may decide to collaborate with offgtners
because of reasons such as the exchange of informiat
business, acquiring raw material used for devetppinque and
quality products.

B. Assessment of risk

Firms are aware that they sometimes disappointrtaket
unexpectedly by poorly meeting the market's ne&ts. they
have to heavily invest in their product developmédat
customer demands and market
application development is also included because khsic
drivers of food industry products are related teersce and
technology, especially biotechnology and chemisthere are
various and complex technologies for developinglpots and
processes. Most firms have to adjust the trial giype from
laboratory scale to production line in the manufaog of
their products. Sometimes, they cannot achieve dhles

leadership. Technology

based on potential confidence. In the aspect efiigwers, the
firm’s confidence dimension can be divided into texels.

e Organizational reputation and performance; firms

start to collaborate with their alliance organiaat for
two reasons. First, they trust in those orgaroresi
performances in the past. Most companies collaboviih

public agencies both research center and univefsity
developing technology for their target productsinisi
feel that the performance of these organizatiortseiter
than private organizations. The second reasomiditins
trust in the reputation of those organizations,eesgly

public research institute and university. The congs
start to collaborate with those organizations bsethey
believe that those organizations are professioaghprs.
For these organizational potentials, as a resuliothi a
well-known reputation in a specialist field and tpaeod

performance of these organizations; firms may gain

confidence of customers in products.

501



International Journal of Business, Human and Social Sciences

ISSN:

2517-9411

Vol:6, No:4, 2012

« Individual relationship to an expert; the entrepreneurs [10] Wheelwright, S.,

perceive that a reason for most collaborating litbir
alliance comes from experts in their alliance cizggion.
The expert is an important element of their orgainin’s

capability. Companies have to work with these pesso

for projects of collaboration. These experts muataim
their needs both in the field of excellence and kg

style. Firms need to work with these specialistsain [13]
certain field because of the quality of outcomes of

collaborating project and because they can trusntto
keep secrecy of the commercial outcome. Moreoveir t
staff can also learn skills from these experts.

VI. CONCLUSION

This paper sheds light on the key issues and driedr
entrepreneurs’ strategies from practical evidendhé context
of alliance collaboration for commercializing tectogy and
new product innovation in Thailand. It should beeubthat all
actual opportunities and goals of each collabogatitivity
determined the nature of suitable alliance relatigps. The
alliances also needed to be recognized in thdwreift values
and cultures. They require careful management whih
responsive to facing the challenges of engagement.

To facilitate better understanding, the resultstho$ study
have been developed to give some tools to help sumeessful
strategic alliances and to highlight some of thendimns
needed to do so. It proposes an insight into repoisig drivers
and existing relationships between entrepreneuds alliance
partners. The findings can lead to better integti@t of
complex conditions, and identifies areas wherenpaships can
have the greatest benefits for changes in practi¢égse
findings may be used as prescriptions for improwétigance
partnerships practices. Further, this study mag akrve for
future quantitative research studies constructedetoeralize
this finding.
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