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Purpose: This study intends to study how Swedish B2B companies 

change their commitments concerning tangible resources, 
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Methodology: This is a qualitative study, which is following a deductive 
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1 Introduction 
The first chapter of this thesis will provide an overview about what this thesis intends 

to study. It will start with background information on relevance of the subject, 

presenting the core concepts and explaining the current market turbulence in Russia. 

This is followed by a problem discussion which in in turn, will lead to the research 

question and the purpose of this study. Finally, an illustration of the thesis outline 

will be presented to provide the reader with the setup of this thesis. 

 

1.1 Background 

The world has experienced two waves of globalization and is currently going through 

the third. Countries and companies are more connected than ever before and are now 

interlinked with both political and economic ties. The increased integration has led to 

a lot of opportunities for companies to invest and establish abroad. This has enabled 

companies to grow and discover new markets (Straw and Glennie, 2012). Along with 

the third wave of globalization, the role of the emerging markets has come to play an 

important part in the global context (Cavusgil et al., 2012). Emerging markets are 

growing markets in premature stages, in relation to developed Western economies in 

which they are catching up (Jansson, 2007). Furthermore, these markets are due to 

rapid growth, in transition phases towards becoming developed markets (Cavusgil et 

al., 2012). PWC (2015) projects that China, an emerging market, will be the largest 

economy in 2050 followed by India, US, Indonesia and Brazil. Straw and Glennie 

(2012) argue that the decrease or increase in countries’ exports can be explained by 

the ability to export to emerging markets. What makes the third wave of globalization 

different from the previous waves of globalization, is that it will not be countries in 

the West that will be in charge. The rise of the emerging markets has thereby made 

them prominent in the global economy (Jansson, 2007). Straw and Glennie, (2012) 

mean that this is causing a power shift in the world and that companies will have to 

adapt to this new reality to stay profitable and survive. 

 

The increased weight of the emerging markets in the global arena, has resulted in an 

organizational cooperation between five of largest emerging economies, called the 

BRICS: Brazil, Russia, India, China and South Africa. These markets have become 



 

2 

significantly attractive to invest in for internationally oriented companies, due to their 

high economic growth rates and large domestic markets (Financial Times, 2016). The 

BRICS countries are associated with opportunities and great potential for foreign 

investments, but are also considered as high-risk markets to conduct business within. 

This is because these markets, as well as other emerging economies, have been 

characterized with a phenomenon called market turbulence (Johanson and Johanson, 

2006). This phenomenon is still common in these markets and over the last years, 

almost all of the BRICS countries have experienced some form of market turbulence. 

The stock market in China crashed in the late summer of 2015, which created a lot of 

uncertainty of the status concerning the Chinese economy (Economist, 2015). The 

president of Brazil and members of the congress are under investigation of bribes 

(New York Times, 2016). The bribe scandal has made the political environment 

unstable and growth is almost nonexistent, due to the lack of reforms (Economist, 

2015). This study however, will examine the ongoing market turbulence Russia, 

which had its own unique triggers (IMR, 2015). Sanctions were imposed on Russia 

after the annexation of Crimea, which created a lot of uncertainty in the market. This 

has, together the low oil price, put Russia in unique situation where it runs low on 

money since oil represent 70% of Russia's export (IHS, 2015). 

 

1.2 Market turbulence 

Market turbulence is a phenomenon that occur suddenly and surprises companies that 

operates within the affected markets (Johanson and Vahlne, 1977). Johanson and 

Johanson (2006) mean that market turbulence is unpredictable changes in a 

company’s external environment. These changes lead to threats and constraints that 

have consequences on a company’s performance and creates uncertainties 

(Hilmersson, 2014; Wang et al., 2015). Kotler and Caslione (2009) claim that there 

are always some kind of turbulence in the economy. Stigter (2002) emphasizes that it 

is difficult to identify all the changes in the business environment, because changes 

no longer occur gradually, regularly or in a straight, predictable order. Depending on 

the effects of the turbulence, it can be limited to a certain country, but it can also 

affect other countries around the world, due to the increased global integration 

(Johanson and Johanson, 2006). A bank failure or a natural disaster in one country 
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can today affect other parts of the economic systems in countries far away (Kotler 

and Caslione, 2009). 

 

Stigter (2002) presents different types of market turbulences. These are political, 

demographical, economical, legal, technological, infrastructural, ecological and social 

turbulences. Furthermore, he makes a distinction between market turbulence and 

changes, where turbulences are associated with significant unpredictability and 

uncertainty. Johanson and Johanson (2006) claim that market turbulence is a 

consequence of changing aspects, irregularities and inconsistencies. This is primary 

concerning legislation, corruption, bureaucracy, but also changes within other 

organizations and companies. 

 

By consideration of the notions presented above concerning market turbulence, this 

thesis defines the term as: Radical changes caused in the external environment that 

are difficult to assess and anticipate, causing uncertainties.   

 

1.3 Commitment 

Luo (2002) argue that a firm always needs to configure its commitments to adjust the 

risk level. A company express their level of commitment towards markets in different 

ways (Figuera-de-Lemos and Hadjikhani, 2014). In this study, the term commitment 

is divided into three different categories. These three commitments categories are 

intangible resources, tangible resources and operation mode. Furthermore, 

commitment changes refer to an increase or decrease within these categories. 

Tangible commitments are measured in the level of resources that a company has 

invested in a market. These are physical primarily products such as, buildings, 

inventory or machines (Figueira-de-Lemos and Hadjikhani, 2014). 

 

Intangible resources are non-physical products. These are mainly financial services, 

networks, relations and human capitals (Figueira-de-Lemos and Hadjikhani, 2014; 

Bontis et al., 1999). The main difference between tangible and intangible are the 

outcomes. The outcome of a machine is easily calculated and predicted, while the 

outcome of an employee's knowledge or a relationship is much more unpredictable 

(Hadjikhani, 1997).  



 

4 

 

The third way of expressing commitment towards a market is through the operation 

mode. This concerns with how a company is established in a market. Wholly owned 

subsidiaries are the operation mode that requires highest level of commitment, while 

usage of direct export modes, such as distributor and agent requires less commitment 

(Welch et al., 2007). Figueira-de-Lemos and Hadjikhani (2014) categorize operation 

mode as a tangible resource. In this thesis however, operation mode is placed into a 

separate category concerning expression of commitments. This is because it is a good 

indicator of a company’s commitment towards a foreign market (Petersen and Welch, 

2002). Moreover, there are different degrees of commitment within each mode, 

depending how it operates. A subsidiary operating as sales and marketing requires 

less commitment than a subsidiary, which also operates as a production plant 

(Johanson and Vahlne, 1977). 

 

1.4 Firm resilience in times of turbulence 

There are different definitions concerning the term resilience. Hamel and Välikangas 

(2003) explain resilience as the ability to recover from a setback. Moreover, they 

emphasize that the ability to foresee and adjust to market trends are prerequisites for 

remaining resilient. Bhamra et al., (2011) refer to the term as the ability of returning 

to a stable state in times of turbulence. Tengblad and Oudhuis (2014) define 

resilience as the company’s ability to survive and perform when facing strains and 

external threat. The last definition is used in this study when discussing resilience 

among the Swedish companies operating in the turbulent Russian market. 

 

Hilmersson (2014) means that market turbulence increases the uncertainty among 

firms and that it is therefore, necessary to consider which measures that can reduce 

this. According to Meyer (2001), firms tend to adjust their strategy, dependent on the 

level of market turbulence. Figueira-de-Lemos and Hadjikhani (2014) agree with this 

and continue by explaining that intangible and tangible commitment adjustments 

need to be considered in uncertain times. Johanson and Johanson (2006) claim that it 

is crucial for companies’ survival not only to react, but also act when the 

circumstances in the business environment are changing radically. 
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1.5 Market turbulence in Russia 

The Russian economy is currently undergoing a financial crisis, which is causing 

turbulence in the market. The turbulence has resulted in a shortage of liquidity in the 

Russian economic system and a lot of uncertainties. The crisis in Russia started in 

2014, when the oil price crashed from 100 USD per barrel to 35 USD in only a 

couple of months (IHS, 2016). The same year, the international community with 

United States and the European Union in front, imposed sanctions on Russia after the 

annexation of Crimea from Ukraine (BBC, 2014). These two factors have led to 

mistrusts against the Russian economy among foreign investors, who started to sell of 

their assets in Russia, which also caused a fall of the Russian ruble (Bloomberg, 

2015). The fall of the ruble started in 2014, when it lost over 40% of its value against 

the US dollar. The decline continued in 2015, where it fell another 15% and this trend 

has continued in 2016 (IHS, 2016). The unstable ruble has contributed to a lot of 

uncertainty in the Russian market (Bloomberg, 2016). 

 

There is a long list of sanctions towards Russia. The list includes freeze of economic 

assets for important persons in Russia, barriers for state owned bank to get loans from 

abroad, export ban for military products. Moreover, the European Union stopped all 

investments in the Crimea region to prevent Russia from benefiting from the oil that 

is located in the area (Bloomberg, 2015). The oil price is important for Russia and the 

currently low oil price is creating a deficit in the Russian economy as it needs the oil 

price above 100 USD a barrel to balance its budget (BBC, 2015). Forbes (2016) 

argues that Russia has the Dutch disease, which means that the economy has put too 

much focus on the natural resources at the expense of other industries. 

 

IHS (2016) reports that the sanctions against Russia has caused a financial isolation 

of the country, which causes the economy to contract. Further on, they project that the 

sanctions towards Russia will be withdrawn in early 2017 at soonest, if the situation 

in Ukraine improves. The current sanctions are effective until the end of July 2016. 

 

This crisis has a different effect on the Russian economy than the previous crisis in 

2008/2009. In 08/09, the companies were hit hard as the demand for their products 

was going down and their production decreased as the result of this. The current crisis 
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however, did not hit the Russian companies the most, instead the household are 

taking the toll. The real wages have decreased 10% since 2012, while the real wages 

in 08/09 did not decrease on an annual basis. In this crisis, the Russian industry has 

managed to do better due to the devalued currency, whereas the profits for the 

production companies has increased. The retail industry however, has been more 

affected due to the lowered purchasing power of the consumers and many retail stores 

has been forced to close (Chatham House, 2016). 

 

1.6 Problem discussion 

The third wave of globalization has created opportunities for companies to expand 

their businesses into emerging markets. Conducting business in these market does 

however, make companies vulnerable due to the host country's environment 

(Johanson and Johanson, 2006). According to Hadjikhani and Johanson (2000) 

international business studies have been paying attention to firms’ behavior in stable 

environment, where the future is easy to predict. The association between emerging 

market and market turbulence have however, resulted in increased attention among 

researchers concerning the area (Johanson, 2002; Hilmersson, 2014; Kotler and 

Caslione, 2009; Kupers, 2014; Johanson and Johanson, 2006; Stigter, 2002). The 

ongoing market turbulence in Russia however, unstudied. This require further 

research since the sanctions and the drop in oil price resulted in a unique current 

situation in the Russian market. 

 

The impact of the market turbulence in Russia has been substantial on Swedish 

companies. Business Sweden (2015) reports that the Swedish export to Russia fell 

with 6,5% between 2013 and 2014. In January 2015 Russia was the 14th largest 

export destination for Swedish companies with an export value of 1 396 million SEK. 

In the same period of 2016, the export value of Swedish goods to Russia is only 702 

million SEK, which is a decrease of about 50% (SCB, 2016). Russia's import in 

general fell with 9,6% during the same period and a weakened value of the Russian 

ruble has made it more expensive for Russia to buy foreign goods (IHS, 2016). 

Sweden is a small export dependent country, where the export accounts for almost 

50% of the GDP (SCB, 2016). Despite the sanctions, the currency issues and a low 

oil prices, Swedish companies remain positive of the market outlook. A survey 
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showed that 94% of Swedish companies have no intentions of leaving the Russian 

market and that 70% believe that the Russian economy will rebound within three 

years (DI, 2016). It does however, remain unclear how predictable the future is. 

Furthermore, this calls for further research concerning the Swedish companies that 

have remained resilient on the market. 

 

The largest areas for Swedish export to Russia are: transport, communication 

equipment and chemicals (Sweden abroad, 2016). These are all industrial products and 

therefore, this study will focus on business-to-business (B2B) companies. These are 

companies that deal with transaction and communication between companies and not 

directly towards the consumers. B2Bs are characterized with complexed 

communication and are in general more personal than businesses targeting consumers. 

These businesses require more time and more involvement of the buyer and the seller, 

since it consist of fewer, but larger customers. B2B companies are thereby more 

vulnerable if losing one customer, which means high dependency between seller and 

customer (Akçura and Altinkemer, 2002). The higher level of dependency is of 

significantly interest, because it will allow this study examine the impact the Russian 

market turbulence have on commitment changes concerning intangible resources more 

in-depth. 

 

Figueira-de-Lemos and Hadjikhani (2014) emphasize that commitment changes are the 

most adequate way of adapting to changes in the business environment. Moreover, 

Johanson and Johanson (2006) mean that the level of turbulence influences companies’ 

businesses. The commitment changes are thereby affected by the degree of the 

turbulence. The level of market turbulence is however, hard to measure (Stigter, 2002). 

Furthermore, companies perceive the market turbulence phenomenon differently 

(Jansson, 2007; Luo, 2002).  

 

Researches have emphasized the uncertainties that comes with operating in turbulent 

markets (Hilmersson, 2014; Wang et al., 2015). Figueira-de-Lemos and Hadjikhani 

(2014) argue that to reduce the level of uncertainty, companies need to gather 

knowledge about the market. Luo (2004) argues that companies increases commitment 

when they spot opportunities in a market since it can lead to further growth. He also 

agrees with Johanson and Vahlne (1977) who claim that companies increase 
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commitment as they gain more experience. However, Figueira-de-Lemos and 

Hadjikhani (2014) point out that companies need to decrease commitment if they 

experience too much uncertainty. Luo (2004) claims that it is only appropriate for a 

company to adapt its commitments if it perceives the turbulence as manageable. 

Figueira-de-Lemos and Hadjikhani (2014) only consider risk to be unmanageable if the 

uncertainty rises to extremely high levels. However, when analyzing whether the risk is 

manageable or not, almost all managers in general perceive a risk as manageable and 

that they have the skills needed to reduce it (Forlani et al., 2008). Furthermore, Luo 

(2004) claim that proactive firms are better prepared for uncertainty and will therefore 

be willing to accept more risk. The researches above claim that the risk and uncertainty 

affect the commitment changes decisions when operating in foreign market. The 

situation in Russia is however, as mentioned, unique and therefore it is not possible to 

know how companies perceive the turbulence and how they react to it. 

 

The ongoing market turbulence in Russia, triggered by unique events and its effects 

on foreign companies active in the market remains unstudied. The 50% drop of 

among Swedish companies in just one year indicates the great impact on Swedish 

companies. Therefore, further research is needed focusing on the companies that are 

still active in the market. Further on, as the largest exports to Russia among the 

Swedish companies are industrial products, research should be focus on B2B 

companies. 

 

Previous researches have discussed the risk associated with market turbulences. 

Furthermore, it is also emphasized that commitment changes are critical to consider 

order to reduce the uncertainties. This perceived risk and the applicability of these 

theories have not however, been tested on the ongoing situation in Russia. This 

combined thereby, calls for research of how Swedish B2B companies, that are 

operating in the turbulent Russian market have remained resilient by changing their 

commitments. 

 

By examining this, guidelines will be provided for other Swedish B2B companies 

that are currently operating in the Russian market. These guidelines will be provided 

in form of commitment changes concerning intangible resources, tangible resources 

and operation mode, and how this is related to resilience on the Russian market. 
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Furthermore, it will also provide implications other companies that are facing similar 

challenges and uncertainties. 

 

1.7 Research question 

The problem discussion defined a theoretical research gap considering the 

commitment changes in times of turbulence. It is also concluded that there are lack of 

studies concerning the ongoing Russian market turbulence and Swedish B2B 

companies operating within it. Furthermore, these together have led to the research 

question of this study. The question deal with the commitments changes of tangible 

resources, intangible resources and commitment changes through operation mode. 

The objective is to examine these commitment changes allows Swedish B2B 

companies to remain resilient in the turbulent Russian market .  

 

Research question: How do Swedish B2B companies change commitments to 

remain resilient in the turbulent Russian market? 

 

1.8 Purpose 

This study intends to study how Swedish B2B companies change their commitments 

concerning tangible resources, intangible resources and operation mode, to remain 

resilient in the Russian market.   

 

1.9 Delimitations 

This study will only focus on large companies. A large company in this thesis refers 

to a company with an annual turnover above 50 million € and with over 250 

employees. Service companies will be excluded in this study and it will thereby be 

delimited to product companies. 
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1.10 Thesis Outline 

 

Figure 1: Thesis Outline Source: Own Illustration 

 

 

 

 

 

 

Introduction

This capter presents what this thesis intends to study. It consist of the background information about 
the subject and the core concepts. This i s followed by a  problem discussion, research question, the 
purpose and the delimitation of this s tudy.

Methodology

•This chapter provides information on how this study has been conducted. It will provide the research 
approach, method and s trategy. This is followed by information concerning
data  collection, operationalization, data analysis, quality of research and finally, method cri tism. 

Theoretical 
Framework

This  chapter will present the theoretcial framework in this s tudy. It provides information of theories 
concerning market turbulence and concepts knowledge, risk and unvertainty. Theories concerning 
commitment changes are thereafter provided, followed by the concept resilience. Finally a  theoretical 
synthesis discusses the association between the concetps and theories.

Empircal 
Findings

•This  chapter presents the empircal findings. Companies is sequently presented where each 
presentation consist of information about the company and  how they conduct business within the 
Russian market. 

Analysis

•This  chapter analyses the empircal findings and in the theoretical context. Fi rst the perceptions of the 
turbulence is discussed, followed analyses concerning the commitment changes.

Conclusion

•This  chapter summurizes this study and intends to provide an answer to the research question. This 
fol lowed by managerial implications, limitations and finally suggest further research. 
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2 Theoretical framework 

 
The theoretical framework intends to present the theories and concepts that are used 

in this study. The chapter begins with discussing the concept market turbulence. 

Moreover, knowledge, risk and uncertainty are three terms that will be presented due 

to its relevance for the purpose of this study. Theories concerning commitment 

changes will thereafter be examined, which are the main framework for this study. 

The last concept that will be present in resilience, which will be put into a market 

turbulence context. The section ends with a theoretical synthesis that will discuss and 

illustrate how the different concepts are associated with each other, as well as their 

relevance to this study.   

 

2.1 Market Turbulence 

The world is facing market turbulence today, more than ever (Kotler and Caslione, 

2009). Changes in the business environment does not longer occur in a linear and 

straight order. This makes it difficult for companies to be aware and deal with all 

external changes that affect the businesses (Stigter, 2002). Wang et al., (2015) mean 

that the business performance is the outcome of the combination and fit between a 

company’s strategy and the business environment in which it operates. This 

combination is however, more difficult to compose for companies operating in 

turbulent markets than in stable ones. This is because market turbulence creates 

unexpected situation for companies which is difficult to be prepared for due to its 

unpredictable consequences (Jansson, 2007). 

 

Market turbulence interferes with companies’ regular routinized businesses (Wang et 

al., 2015). Luo (2002) argues that a country experiences different levels of turbulence 

in different industries. Hilmersson (2014) and Wang et al., (2015) mean that market 

turbulence creates uncertainty and instability in the markets, which results in a 

decreased risk appetite among investors. Companies are constantly struggling to 

understand the market when it is frequently changing customers’ preferences, 

technology and the competitive landscape. As a result of this and due to the changing 

market trends, companies are under pressure to seek for new ideas and opportunities 

to stay profitable remain resilient in times of turbulence (Wang et al., 2015). 
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Companies operating in the same turbulent market perceive it differently. It is 

however, necessary to relate both to the behavioral changes of the firm and the 

institutional changes (Jansson, 2007). Johanson and Johanson (2006) emphasizes that 

there are different degrees of market turbulence and that companies tend to perceive 

market turbulence more serious ones they are operating in it before they entering it. 

Market turbulences are in general associated with shrinking markets which makes the 

competition more intense. In turn, this increases the importance of understanding the 

market. Furthermore, this creates uncertainty among companies, since market 

knowledge is harder to acquire in unstable markets than in markets that are stable 

(Wang et al., 2015). 

 

2.2 Risk, Uncertainty and Knowledge 

Risk, uncertainty and knowledge are three concepts that are highly interlinked and 

will therefore, also be examined in relation with each other. The three concepts are 

essential to consider when conducting business in foreign markets (Figueira-de-

Lemos and Hadjikhani, 2014).   

 

Knight (1921) mean that if uncertainty is possible to measure in any way, it turns into 

risk. Hilmersson and Jansson (2012) claim that knowledge within companies reduces 

uncertainties, but that it is not possible to eliminate it completely. Figueira-de-Lemos 

et al., (2011) discuss risk and uncertainty as two faces of the same coin. It is not the 

same thing, but are still dependent on each other. Figueira-de-Lemos et al., (2011) 

explain two types of uncertainty, contingent and pure. Pure uncertainty concerns with 

the future, will always be present and that cannot be completely excluded. Contingent 

uncertainty however, is however possible to reduce through increased knowledge. 

Forsgren, (2002) means that if a company acquire another company with a lot of 

knowledge, the contingent uncertainty will decrease with just as much as the new 

knowledge that were added. 

 

Uncertainty is always changing and never consistent at a certain level. There are 

many reasons why the uncertainty changes for a company (Figueira-de-Lemos and 

Hadjikhani, 2014). Johanson and Vahlne (1977) argue that external factors are the 
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main reason for changes of uncertainty. External factors could be; new technology on 

the market, political turbulence or underestimating a coming hazard, which all leads 

to higher uncertainty and less knowledge. 

 

Figueira-de-Lemos et al., (2011) agree that uncertainty is dependent on knowledge. A 

company that acquires knowledge within its field of operation reduces the level of 

uncertainty. Figueira-de-Lemos et al., (2011) continue by explaining knowledge as all 

the inputs that a company has. These inputs are both experimental and objective 

knowledge. A company will gain experiential knowledge from experiences of its own 

activities. Objective knowledge is more transferable and is explicit. Companies with 

different levels of experimental and objective knowledge tend to act different from 

each other (Figueira-de-Lemos et al., 2011). Hilmersson and Jansson (2012) also 

stresses that the lack of relevant knowledge causes uncertainty for a company. They 

emphasize that it is not the lack of information that causes the uncertainty, but that 

relevant experimental knowledge does. Johanson and Vahlne (1977) argue that 

market knowledge correlates with market commitment, since the more knowledge a 

company has of a specific market the more resources it will put into it. 

 

Figueira-de-Lemos et al., (2011) emphasize that risk will always be present when a 

firm internationalize. The risk level of a company’s operations can increase or 

decrease during the time of the operation. A company that expands its commitments 

towards a certain market gets more exposed, which leads to that the risk increases. A 

change in the level of uncertainty can both increase and decrease the risk level. 

Figueira-de-Lemos et al., (2011) suggest that companies should aim for a balance 

between commitment and uncertainty to get a manageable risk level. Johanson and 

Vahlne (2006) claim that a high level of knowledge and increased commitment 

towards the market have correlation with more investment. In turn, this means higher 

level of control and but also higher level of risks. This is however, an important part 

of the business development, since it opens up new discoveries and opportunities for 

improvement within companies. 
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2.3 Commitment changes 

Hilmersson (2014) claims that there are three different phases of market turbulences. 

First, firms have difficulties to identify the market turbulence and its meaning, which 

causes high level of uncertainties. In this phase companies usually applies “wait-and-

see” approaches. Hadjikhani (1997) argues that companies should wait-and-see when 

sudden increases in uncertainty occur.  Kupers (2014) however, emphasizes that this 

approach is costly and could be devastating for the companies in the long run. The 

second phase Hilmersson (2015) presents, is when the firm have identified the 

turbulence and when it can be understood. In the third and final phase, deeper 

knowledge about the turbulence have been gathered. In this phase it is now 

appropriate to implement necessary changes in order to remain resilient on the market 

(Hilmersson, 2015). 

 

2.3.1 Commitment through tangible and intangible resources 

In figure 4, presented at the end of this chapter, Figueira-de-Lemos and Hadjikhani 

(2014) present five different levels of uncertainty and a framework for how a 

company should react in each of these scenarios. In scenario number one, the risk 

level is below the accepted, but the knowledge within the company is low which 

create an uncertain environment. In the framework presented by Figueira-de-Lemos 

and Hadjikhani (2014) companies should seek to increase their intangible 

investments, since the knowledge is too low to make any tangible investments. A 

company can for example increase the commitment within a network, which provide 

business opportunities and knowledge within a market. 

 

In the second scenario the risk level is still below the accepted, but the company has 

the knowledge it need to expand its commitments in the market. Figueira-de-Lemos 

and Hadjikhani (2014) argue that companies in this position should increase the 

tangible commitments until the accepted risk level is met. 

 

The third scenario is divided into two parts. In the box 3a, the risk level is above the 

accepted. The company has a lot of knowledge, but the risk level is too high. To meet 

the accepted risk level Figueira-de-Lemos and Hadjikhani (2014) recommend a 

decrease in tangible investments, due to all the knowledge the company possess, it 
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knows which commitment it should decrease. In the box 3b on the other hand, the 

level of uncertainty is extremely high, which makes it hard for a company to use its 

knowledge for anything. The company will find itself in a position, almost without 

any valuable knowledge. In this situation Figueira-de-Lemos and Hadjikhani (2014) 

argue that a wait-and-see strategy is the best way to go. Changes that were to be made 

by a company in this situation would be difficult to estimate the outcome of. 

 

The fourth scenario is similar to the third one. In case of an uncertainty level that is in 

the lower end and close to the accepted risk level, it is recommended to increase the 

intangible commitments. The reason for this is to increase the knowledge within the 

company. In case of uncertainty however, the wait-and-see approach is considered as 

most appropriate approach, since the company will not be able to predict the outcome 

of any decision (Figueira-de-Lemos and Hadjikhani, 2014). 

 

In the fifth scenario, companies are placed above the accepted risk level and high on 

the uncertainty level. A company that finds itself here it will not be able the gain the 

needed knowledge to handle the situation and will not know which intangible 

commitment decision it should take. In this situation, the best decision for a company 

would be to leave the market.  (Figueira-de-Lemos and Hadjikhani, 2014). 

 

Figure 4: The commitment decision framework, by Figueira-de-Lemos and Hadjikhani, 

(2014) 
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2.3.2 Commitment through operation mode 

There are different approaches in form operation mode, to use in order to access 

international markets. The most common operation modes are exporting, licensing 

arrangements, partnering and strategic alliances, acquisitions, and establishing new, 

wholly owned subsidiaries (Carpenter and Dunung, 2011) Foreign operation mode is 

an indicator of a company’s commitment to foreign markets (Petersen and Welch, 

2002). 

 

Welch et al., (2007) claim that the choice of the foreign operation mode is a vital 

constituent of international business operations and is a core component of the 

development concerning companies’ international businesses. Changes in the 

business environment requires companies to adapt foreign operation mode in order to 

continuously perform. There is no guarantee that the initial entry mode selection will 

remain the most appropriate approach when a foreign market experience turbulence. 

When the internal and external conditions changes, companies adapt their operation 

mode in order to find the most profitable approach according to their own 

circumstances. There is therefore no ideal operation mode to use in every context 

(Pedersen et al., 2001). 

 

Petersen and Welch (2002) emphasizes that internationalized companies are not 

limited to use one foreign operation mode for all business unit in a market. To 

achieve optimal foreign market penetration outcomes in a turbulent market, it is 

necessary to adapt and in combine each business unit to the most appropriate 

operation mode in each context.  

 

The flexibility of the foreign operation mode is an important ability in order to adjust 

changing to the environment. The mode selection requires different level of 

commitment, where high commitment approaches tend to emancipate less flexibility. 

In turbulent markets it is therefore necessary consider the flexibility of the mode, as 

well as which commitment it (Welch et al., 2007). Morchett et al., (2009) argue that 

flexibility is particular important in high-risk countries due its unpredictable and 

changing environment. 
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2.4 Entrapment of commitment 

Figueira-de-Lemos and Hadjikhani (2014) brought the argument for rational behavior 

concerning a firm’s commitment towards the market. They presuppose that 

companies will increase their commitment as they acquire knowledge from the 

market or network and vice versa, if they see that the potential market did not meet 

their expectations.  

 

There is an alternative model in attempt to explain certain behavior among firms in 

times of turbulence. Some firms increase their commitment in turbulent times, even 

though they should decrease only to justify their previous investments. It is called 

entrapment of commitment and is characterized by escalated investments, even 

though the evidence argues against (Brockner and Rubin ,1985). They continue by 

explaining that leaders of these companies justify their new investments only by the 

previous ones and not due to the current situation. As turbulence occur, the difference 

between future profits and futures losses increases, since it is difficult if not 

impossible to predict the future. Hambrick (1983) argues that companies that 

continues their operation in the uncertainty, expects higher profits to compensate for 

the risk. Hadjikhani and Johanson (2000) underline that companies operating in a 

foreign turbulent market are only able to have general believes about the future 

outcome, in comparison with stable markets, where the future probability is more 

accurate and specific. 

 

2.5 Resilience 

Hadjikhani and Johanson (2000) underline that unpredictable future caused by 

changes in the external market environment has increased the implementation of 

market exits, contraction, outsourcing and reinternationalization (withdraw from 

another country market and enter it again). Operating in turbulent markets causes 

challenges and uncertainties for companies. In order to withstand these challenges is 

it necessary for companies to remain resilient and robust under uncertain 

circumstances (Hilmersson, 2014).   

 

Kotler and Caslione (2009) agree that companies need to have a strategy in place in 

case of market turbulence and be prepared to switch their level of commitment 
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towards the market. The effects of turbulence will come as a bigger surprise and 

causing greater vulnerability among companies that are unprepared for it. Companies 

can try to survive by just to hold on or be resilient by trying to anticipate the 

turbulence and take advantage of it (Hilmersson, 2014). Kotler and Caslione (2009) 

explain that turbulence cannot be averted and it is up the companies how they choose 

to approach it. Companies conducting business in these market, will therefore be 

forced to adapt their commitments in order to not be exposed to a high risk level 

(Figueira-de-Lemos and Hadjikhani, 2014). 

 

Ponomarov and Holcomb (2009) claim in the objective in times of turbulence, is to 

return to equilibrium. The key for remain resilient is both to understand what is 

causing the market turbulence and to be aware of its impact on the business. It is first 

after the gathering of this knowledge, that companies can adjust their commitment 

towards the market to reach its previous and regular equilibrium. Johanson and 

Johanson (2006) mean that the disequilibrium that comes with turbulence also creates 

opportunities for companies to discover. This mean that companies that manage to 

remain resilience, sometimes also have the possibility to even profit from the unstable 

situation. 

 

2.6 Theoretical Synthesis 

The theoretical framework has presented the theoretical concepts that are used in this 

study. To increase the understanding of the relationships between these theoretical 

concepts, an illustrated theoretical synthesis will be presented below. The purpose 

with this theoretical synthesis is to summarize and create a holistic insight of the 

theoretical framework of this study. The synthesis demonstrates the commitment 

changes companies adapt to remain resilient in times of turbulence. 

 

The figure starts with the concept market turbulence, which is defined in this thesis as 

mentioned earlier: Radical changes caused in the external environment that are 

difficult to assess and anticipate, causing uncertainties. In turn, market turbulence 

calls for commitment changes depending on three components related to market 

turbulence and commitment; Risk, uncertainty and market knowledge. Figueira-de-

Lemos and Hadjikhani, (2014); Johanson and Vahlne (2006) stresses that companies 
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get exposed to a higher level of risk when operation in foreign turbulent markets. 

Further on, researches emphasized that the the increased risk also results in a high 

level of uncertainty (Hilmersson, 2014; Wang et al., 2015; Jansson, 2007; Hambrick, 

1983). Market knowledge is a third component that indicates on the commitment 

changes in times of turbulence, since there are scenarios where the level of 

uncertainty can be reduced through a better understanding of market (Johansson and 

Valhne, 2006; Figueira-de-Lemos et al., 2011). 

 

The commitment changes in this study are divided into three different parts; tangible 

resources, intangible resource and operation mode. Companies faces the decision of 

either increase or decrease the level of commitment of each part when market 

turbulence occur. A third option is to use the so called “wait-and-see” approach 

where the level of commitment remains unchanged (Figueira-de-Lemos and 

Hadjikhani, 2014; Hilmersson, 2014; Kupers, 2014, Welch et al., 2007). Brockner 

and Rubin (1985) present a possible scenario that occurs when operating in turbulent 

markets. They mean that companies tend to increase commitment to justify previous 

investments, even though the rational decision would be to decrease. 

 

Finally, the purpose of these commitment changes is to remain resilient in times of 

turbulence. Ponomarov and Holcomb (2009) emphasizes that the objective should be 

to return to equilibrium when facing market turbulence, while Johanson and Johanson 

(2006) discusses the possibilities to even profit from it. This can be an objective for 

companies, but in this thesis it is not a prerequisite for be considered as resilient, 

since it will follow the definition of the term as mentioned earlier: company’s ability 

to survive and perform when facing strains and external threat (Tengblad and 

Oudhuis, 2014). 
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Figure 5: Theoretical synthesis, own illustration.

  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

21 

 

3 Methodology 

The intends with this chapter is to explain what have been studied and how it has 

been studied. The methodological framework starts with explaining the research 

approach, research method and research strategy. This is followed by the data 

collection, which types of dataset that has been used, how it was evaluated and 

gathered. The selection of which companies that have been part of this study will 

thereafter be presented. Further on, this chapter will an explanation of how this 

thesis has maintained quality throughout the study process and finally, the data 

analysis will be presented.   

 

3.1 Research Approach 

There are two ways for explaining the connection between theory and the collected 

empirical data. These are deductive and inductive approach (Alvesson and Sköldberg, 

2009). 

 

A deductive approach has its starting point in the theories and the researcher 

formulate hypotheses or research questions. Existing theoretical ideas or concepts 

lays the foundation in a deductive approach and the researcher who uses this 

approach can use old theories to understand a phenomenon (Davidsson and Patel, 

2011). Inductive approach is the opposite, as Yin (2014) explains that inductive 

approach starts in the observations and end in the theories. Davidsson and Patel 

(2011) explain that in an inductive approach the researcher observes a phenomenon 

before looking at the theories. 

 

This thesis follows a deductive approach, since it derives from the theoretical 

framework, rather than from the empirical data. Existing theories serve as foundation 

and have been used to understand market turbulence as a phenomenon before 

collecting the empirical data. Through following this approach, theories concerning 

commitment, market turbulence, resilience and related concepts were first studied. 

Thereafter, these concepts served as a foundation in the interviews, but were not 

asked in the theoretical context. The answers from the participant will however, be 
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able to put in to the theoretical context without mentioning the concepts directly. 

Through this approach, this study will be able to examine the empirical findings with 

the applied theories. 

 

3.2 Research Method 

There are two different research methods for the collection of data; qualitative and 

quantitative. The most obvious distinction between qualitative and quantitative is 

where the two methods puts their focus. Qualitative research puts more focus into the 

understanding of words and the understanding of why the observed subject is what it 

is. Quantitative on the other hand puts more focus into numbers to explain the chosen 

subject (Alvesson and Sköldberg, 2009). Qualitative research provides a deeper 

understanding than quantitative research (Ryen, 2004). Merriam (2009) says that a 

qualitative method provides hidden features. This is information that will help the 

researcher understand how the participant interpreted the situation he or she acted in, 

that is. Moreover, this enables the researcher understand the holistic picture. 

 

The research topic is the determinant of which method to use and the objective with 

the method choice is to be able to answer the research questions (Trost, 2014). To get 

an understanding about how Swedish companies are working towards the Russian 

market and perceive the uncertainty in Russia, this thesis will use qualitative research 

method. Qualitative studies are not constrained to concern with historical phenomena, 

but also ongoing events. This research method also allows the participants of the 

study explain their own real-life experiences and perceptions which provide 

prerequisites for in-depth studies (Yin, 2014). By using this method, the research can 

focus on the experience and the understanding through the theoretical framework, the 

commitment changes that were conducted in the turbulent Russian market. 

 

Using this research method are appropriate to answer the research question of this 

study. The choice of research method is based on the information that this thesis like 

to get. The main interest of this thesis is to investigate how Swedish companies adapt 

their commitments in the uncertain Russian market. Using a qualitative research 

method makes it possible to explain how Swedish companies change their 
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commitments and why in a way that would not be possible with a quantitative 

research method. 

 

3.3 Research Strategy 

There are several of different research strategies for collecting data such as survey or 

experiment or case studies (Yin, 2014). The research strategy that is used in this study 

is a multi-case study. In case studies, real life situation gets examined and it is an 

appropriate approach to in-depth studies that is limited by time constraints (Bell and 

Waters, 2014). Merriam (2009) argue that case studies are to prefer when 

investigating a current event. She continues by explaining four factors that a 

researcher needs to consider before choosing case studies as strategy; what types of 

questions you are asking, which level of control you have, how the result will be and 

the most important factor, if the researcher is able to identify a closed event. These 

closed events can be a person, or and social group for example (Merriam, 2009). 

Denscombe (2010) argues that case studies are the most appropriate research strategy 

when investigating complex situations. 

 

In this thesis the market turbulence in Russia is the closed event and the commitment 

changes of the companies are the field of study. Bromley (1986) argues that a case 

study never results in the absolute truth, but by analyzing the answers of the 

interviewees, a case study can give the most convincing picture of the situation. 

Denscombe (2010) explains that a case study can give more in-depth research since 

the researchers is focusing all of its attention on a single phenomenon. 

 

Multi-case study is therefore, the superior choice of research strategy in comparison 

to experiment or surveys, due to what this thesis intend to study. Merriam (2009) also 

explains that the heuristic in a case study can help explain why the situation is the 

way it is. In this study, it is of vital importance to be able to understand and explain 

several different factors that impacted the commitment decision. A multi-case study 

allows interpretations of the interviewees, the current events and at the same time to 

present the whole picture in this thesis. 
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3.4 Purposive Sampling 

Denscombe (2010) explain that before the researcher chooses his case companies he 

needs to consider how the case company can help solve the problem addressed in the 

report. Yin (2014) also emphasized that the selection should be based on how much 

information the companies can provide the researcher with; documents, field 

observations and interviews for example. 

 

The companies that were chosen to be a part of the research were not selected 

randomly. These criteria were implemented to fulfill the purpose of this study.  

1. Must have been active in Russia for at least five years.  

2. Must be a large sized company 

3. Must be Swedish owned or Swedish founded company 

 

The first criteria, that the case companies must have been active in Russia for at least 

five years is necessary, since they need to have experienced the turbulence. The 

reason for the second criteria is that small and medium sized enterprises (SMEs) 

usually lack resources in comparison to LSEs (Sandberg, 2012). Thereby, SMEs lack 

commitments to change in a market compared to LSEs with in general, considerable 

more resources and networks. LSEs in this study, refers to companies with over 250 

employees and an annual turnover over 50 million euro. The third criteria are of 

importance for the relevance of this study as it aims to provide guideline to other 

Swedish companies active in Russia. 

 

This thesis used public information available at the website of the Swedish embassy 

in Moscow and the Swedish chamber of commerce in Russia and CIS to find 

companies active in Russian market. Another approach used to find appropriate 

contacts were through the authors’ personal network. After reviewing the 

information, contact was established to a relevant person within the company through 

LinkedIn or email. 
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Company Interviewee Date of 
interview 

Roxtec AB Magnus 
Oskarsson 

2016-05-02 

Lindab AB Anders Revin 2016-05-03 

Xylem Water Solutions Magnus Söder 2016-05-12 

Fagerhult AB Kerstin Påhlsson 2016-05-13 

                    Figure 2: Case companies Source: Own Illustration 

 

3.5 Data collection 

Holme and Solvang (1996) emphasize four different phases that are essential when 

evaluating data sources; observation, origin, interpretation and utility. These four 

phases have been taken into consideration when selecting the sources of this study. 

First, the sources were observed concerning the relevance to the research question. 

The observation of the sources also consisted of an overview of which authors, topics, 

titles that were appropriate, as well as which companies that were suitable for the 

study. Secondly, the origins of the sources were evaluated to ensure that the sources 

are trustworthy enough to be applied in this study. In the third phase the 

circumstances concerning the time context and the social context of the sources’ roots 

were also taken into consideration. The purpose of this was to interpret the sources 

carefully and as correctly as possible to understand what the authors intended to say. 

Finally, the use of the sources was evaluated through discussing the relevance to the 

research question more deeply and how useful they were to the context of this thesis. 

 

There are different types of data sources to use in the information searching process. 

These are divided in two types, primary data which is first-hand reports and 

secondary data, which comprises the rest of all data collection (Bell and Waters, 

2014). Both the secondary data and the primary data were necessary in order to 

conduct the analysis, fulfill the purpose of this study and to respond the research 

question. 
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3.5.1 Secondary data 

Secondary data is based on primary sources from previous studies and are perceptions 

of these. It accounts of information about people or situations written by others and 

this type of data is official material or material from finished research that are 

available (Bell and Waters, 2014). Secondary data are in general quicker to obtain 

than primary data. Furthermore, documents of various types provide a broad range of 

materials available within different areas (Merriam, 2009).  

 

In this study secondary data was used to find background information about the 

current events on Russia It was also used to collect up to date data about the trade 

between Russia and Sweden. This information was gathered from internet sources.  

Moreover, secondary data was used to collect general background information about 

the case companies of this study. The most valuable secondary data of this study is 

gathered through scientific articles. Data were collected through the company's’ web 

pages, press statements and through annual reports. 

 

3.5.2 Primary data 

Primary data are data that are induced during the ongoing study process and are 

thereby direct information from the people or a situation (Bell and Waters 2014). Yin 

(2007) claims that there are four different sources to collect data in a qualitative 

research. These are interviewing, feeling, observing and collecting/examining. In this 

study, primary data was gathered through conducting interviews, which provided the 

base of the empirical findings about the case companies’ commitment changes. The 

interviews are contributing this study with facts, as well as personal experience. The 

primary sources are essential in this study and the usage creates a linkage between the 

findings and the theories. 

 

3.5.3 Interviews 

Interview is an appropriate method to use in case studies to collect primary data (Bell 

and Waters, 2014). Lapan and deMarrais (2004) claim that the interview processes 

engage conversations with the participants, with the objective to provide contributive 

data related to the research. This thesis used a semi-structured way of interviewing. In 

semi-structured interviews, the researchers have some topics they want to address 
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with the interviewee, instead of a fixed list of questions as in structured interviews. 

This enables the interviewee to speak more freely. (Denscombe, 2010). Through 

questions, probes and follow-up questions of the participants experience a constructed 

complete picture will become available to the research (Lapan and deMarrais 2004). 

An advantage with interviews is that it is a flexible method for data collection. The 

interactions open up for perceptions of the surrounding environment, as well as the 

participants’ emotions, which is not possible with only writing answers (Bell and 

Waters, 2014). It is however, necessary to consider that each participant have 

different knowledge and different experience. Lapan and deMarrais (2004) therefore 

suggest to tailor the interview to make the experience relevant to the research.  

 

Recording and taking notes during interview is essential in qualitative studies (Yin, 

2007). Bell and Waters (2014) emphasizes that it enables citation and word analysis 

to the study. Recording also allows full attention to the responder and enables more 

accurate notes. Careful notes and recordings of the interviews with each participant's 

permission, are therefore used in this study to improve the quality of this research. 

 

3.5.4 Operonalization 

The figure 3 below provides a guide of which questions that are connected to specific 

concepts. A full guide of the interview questions can be found in the appendix in the 

end of this document. 
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Concepts 
Interview 
Questions 

Reasoning 

General Questions 1-4 This is to get an 

understanding about 
the company and the 
interviewees position 

Market Turbulence 9, 11, 17, 19, 

20, 21 

This is to get an 

understanding of how 
the turbulence has 

affected the 
companies and how 
they perceive the 

turbulence. These 
questions also deal 

with knowledge, risk 
and uncertainty. 

Tangible 
Commitments 

10 Many of the 
questions of market 

turbulences leads in 
on tangible 

commitments, this 
question is to get a 
specific answer about 

the investments in 
Russia. 

Intangible 

Commitments 

12, 13, 15, 16, 

18 

This is to get an 

understanding about 
how the companies 
are working with 

their local partners 
and network in 

Russia. 

Operation Mode 14, 11, This to get an 
understand of the 

companies’ changes 
and thoughts 
regarding their 

operation mode. 

Figure 3: Interview guide Source: Own Illustration 

 

The interviews will be held with professionals working towards or at the Russian 

market. The aim for the interviews is to get a professional as close as possible to the 

market, this is to get as extensive knowledge as possible. Before each interview, a 

brief insight of the subject was given, as well as the topic questions were sent to each 

interviewee. This enable them to prepare for the interview and collect the necessary 

information before the interviews. These topic questions can be found in Appendix 1. 
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The first interview was conducted 3rd of May with Magnus Oskarsson, managing 

director of Roxtec in Russia. The interview was conducted at a café in Nacka Forum, 

a shopping mall in Stockholm. The effective interview lasted for an hour and ten 

minutes. The second interview was conducted on the 4th of May with Anders Revin, 

business controller at Lindab with Russia as one of his regions. The interview was 

conducted over telephone. The effective interview lasted for 35 minutes. The third 

interview was conducted at the 12th of May with Magnus Söder at Xylem Water 

Solutions. This interview was held at Xylem Water Solutions headquarter in 

Stockholm. The effective interview lasted for 35 minutes. The fourth interview was 

conducted at the 13th of May with Kerstin Påhlsson, export manager at Fagerhult 

Retail. The interview was conducted over Skype and lasted for 40 minutes. 

 

3.6 Data Analysis 

Merriam (2009) explains that the goal of a data analysis is to make sense out of the 

collected data. By saying this, she refers to the possibilities to answer the research 

questions. To make sense out of the data the researcher should look for segments in 

the collected data that could answer the research questions or part of it. When the data 

collection is done the researcher should categorize its data from the different 

observations and look for regularities and inconsistencies. 

 

Merriam (2009) says that conducting a data analysis from multiple case studies, the 

researcher must analyze the collected material in two stages. The first one is “within 

the case” where the researchers categorize the empirical data so he can learn as much 

as possible from the single case. The second stage is called “cross case analysis”, in 

this stage the researcher will try to build abstractions between the cases. In this thesis, 

the four case companies were first analyzed separately to get an understanding about 

the specific company. After this was done, similarities and differences were identified 

between the cases. 

 

Creswell (2007) explains that it is easy for the researcher to become native and taking 

the side of the interviewee. A common result of this is putting the respondent in a 

favorable light and not publish the negative. He continues by explaining that another 
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common problem with the analysis is that the researchers only publish the positive 

results and not the negative even though it is connected to the research topic. By 

being aware of this problem, this thesis attempts to present the information and 

findings about the companies without any valuation. 

 

3.7 Quality of research 

3.7.1 Validity 

Validity is concept that deal with the quality of studies and is the linkage between the 

theoretical and the empirical. A study’s validity is its capability to measure what it is 

intend to study. It is thereby, concerned with the trustworthiness of the results of the 

study (Ryen, 2004). Yin (2007) means that the concept is broader and do not only 

consider the result, but that also the fact, the participants’ view and the topic of the 

research require validity. High validity is a prerequisite for a generalization of the 

result and for the study to be valid for others than those that were studied (Golafshani, 

2003). Yin (2007) claims that a valid study has well and carefully gathered and 

interpreted the data. This is to create accurately result that is truthfully, applicable and 

reflects the reality.   

 

To ensure high validity in this study different aspects is taken into consideration. 

Through explaining the topic in forehand and sending which subjects that will be 

dealt with, the interviewee was able to acquire the information that was needed for 

the study. Furthermore, observation of the interviewee and follow-up questions 

contributed to accurate interpretation of the answers. Secondary data about the 

interviewed companies and the interviewed participants were gathered prior the 

interview to avoid misunderstandings and ensure to ask question relevant for each 

specific company. Svenning (2003) emphasizes that validity also deals with 

generalization, meaning the transferability to similar situations, even though 

qualitative studies are more exemplifying than generalizing. To increase the holistic 

and embrace a comprehensive interpretation of the feedbacks, the questions were 

formed with the purpose to receive explanatory answer. The feedback evaluation and 

comparison between the companies thereby provided more deep understanding than 

“yes” or “no” answers would. 
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3.7.2 Reliability 

Reliability is another concept that deal with the assessment of the quality of studies 

(Ryen, 2004). Yin (2014) mean that it is essential for qualitative studies to be 

transparent, meaning that the study needs to be trustworthy and credible. In addition, 

Robson (2011) claim that replicability is the most important indicator determining the 

reliability of a study. The reliability of qualitative studies increases through 

availability of the used data for external readers. This means that high access of the 

data, that enables other people to investigate the study, increases the reliability (Yin, 

2014). Further on, Yin (2014) emphasizes that reliability concept is crucial to 

consider to minimize inaccuracy, misconceptions and other possible errors in the 

study.  

 

To achieve high level of reliability both the secondary data and the primary data have 

been taken into consideration. The secondary data collection is gathered from 

trustworthy sources. The reliability has also been considered when conducting the 

interview to ensure credibility of the primary data collection. This thesis is using 

acknowledge news sources to explain current events which has not yet been discussed 

in peer reviewed scientific articles. To ensure gathering valuable and credible data, 

the interviews were conducted with participants that are most appropriate in this 

study. Thereby, the interviews were conducted with the participants with the most 

experience and knowledge about the Russian market. Through availability of the used 

data for external readers, as well as the consideration of credibility concerning the 

data collection of this study increases the reliability 

 

3.8 Method Criticism 

The four interviews were all conducted in Swedish and thereby needed to be 

translated in the writing process. It can be argued that this can cause 

misinterpretation. The interviews were however, recorded and carefully interpreted. 

Thereby, the authors have strived to remain validity and not misinterpret the answers. 

 

The authors of this thesis are not experienced interviewers, which can have affected 

the quality of the interviews. From the recordings are leading questions identified, 

which was not the attention with the the semi-structured interviews. There were also 



 

32 

relevant follow-up questions missing that were identified. To avoid decreased validity 

however, further email contacts with the participants, as well as usage of secondary 

data compensated this. Furthermore, two of the interviews were conducted in person, 

one over telephone and one over Skype. This can affect the result since the 

environment and body language are not captured over phone interviews 

 

4 Empirical Findings 

This section will present the case companies of this study, which are Roxtec, Lindab, 

Xylem and Fagerhult. Each company will be presented separately and sequentially. 

The presentations will consist of information about the companies, followed by their 

activities in the Russian market and the changes each company has implemented, due 

to the market turbulence. 

 

4.1 Roxtec 

Roxtec is a privately owned company that was founded in 1990 in Karlskrona, 

Sweden, where the company still has its headquarter today. Roxtec had an annual 

turnover of two billion SEK in 2015. The company develop and sell sealing solutions 

to a number of different industries as its products are applicable in many areas. 

Roxtec is currently active in over 75 different countries with 25 fully owned 

subsidiaries in different countries. This thesis interviewed Magnus Oskarsson, who 

has been manager director at Roxtec in Russia since 2013.  

 

4.1.1 Roxtec in Russia 

Roxtec has been active in the Russian market for the last 16 years. In 2013, the 

company acquired their Russian distributor and has been running its own subsidiary 

since 2013, with Oskarsson as manager since. The largest industry for Roxtec in 

Russia is oil and gas, which constitutes of about 70% of the total business in the 

market, followed by marine which accounts for 15% and power processing accounts 

for 10%. Oskarsson believe that Russia has the potential to be one of the top markets 

for the company. He emphasizes the potential of new markets within the country and 

mean that there are a lot of business opportunities in Russia. Surrounding countries 
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provide business opportunities as well to exploit to when other businesses are 

decreasing in Russia. 

 

The turbulence in Russia has affected the business environment negatively for 

basically all foreign companies. The annexation of Crimea and the fall of the oil 

prices has resulted in that Russia has continuously imposed more bureaucracy, for 

instance, new forms when importing products to Russia. Gazprom, which is a 

majority state owned oil and gas giant in Russia started to demand local content, 

meaning that companies needed to have some manufacturing in Russia. Roxtec 

started a small local manufacturing plant to meet this demand. These demands have 

increased as the relation between Russia and the West has not improved, and that now 

there are demands of a 100% local manufacturing, which is not possible for Roxtec. 

This is because the company has fully automated manufacturing in Karlskrona and it 

would not be appropriate to move production to Russia, just to meet this the demand. 

 

Roxtec is also active within the marine industry, which is where their products were 

meant to applied at from the beginning. Doing business with state owned shipyards 

have become more complicated, since the government wants to curb corruption and 

control the money that is left in the financial system. To make a deal with this state 

owned shipyards now requires a lot of bureaucracy. A special contract needs to be 

established, with a special ID number connected to a specific bank account, which 

means that Roxtec needs to open a new bank account in a bank of their choice, 

connected to this specific deal. This is a process that would take about two weeks and 

an indicator that shows the increased complexity of conducting business in this 

industry as a consequence of the turbulence. Another consequence of the crisis is that 

customers have started to asked for Roxtecs markup and explained that they are not 

allowed to have a markup over 20%. These are however, numbers that the company 

not willingly will provide them with. 

 

Oskarsson explains that Roxtec has not been forced to any drastic measures during 

the turbulence. The reason for this is that the company has a financially strong owner, 

who is looking at Russia at long term. It is an advantage for Roxtec, that the company 

does not need to show any stockowners profits every quarter and can thereby look at 

the market through a long-term perspective. 
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The company has not decreased its number of employees since the turbulence started, 

whereas it has hired new and more qualified employees to replace old ones. 

Oskarsson started an internal knowledge education, where Roxtec educate their 

employees to be able to understand the market and the product. The purpose of the is 

to get into new markets and make the organization as effective as possible. Oskarsson 

continues by highlighting the need of internal knowledge within the organization. 

Usage of third parties to gather knowledge is not the best way to go, since they do not 

possess the experiential knowledge that is needed to conduct business such a 

complexed market as Russia. The reason for this is that third parties does not see the 

daily problems in relation to the operations that occurs. Oskarsson explains that he 

has been working in several of different countries and risk will always be present. It 

is thereby of importance to learn how to cope with it and be able to continue working. 

In order to learn this, it is necessary to have the previous experience of working in 

risky markets. 

 

Oskarsson explain the reason for that Roxtec has been able to not reduce the number 

of employees due to the turbulence, is because the company changed of strategy 

when it started. The company started to refocus to find new markets for its products. 

Furthermore, the company refocus towards where believed the money would be for 

the coming years, which is mainly at large companies. Less focus was put into 

smaller companies, since they would not have the resources due to the turbulence. 

Roxtec’s products are very adaptable and the Russian division is successful in finding 

new areas for use to diversify from oil and gas. Roxtec thereby started to look into 

new industries, in which it yet was not active in. 

 

Roxtec is looking for sales in large scale projects. Oskarsson explains that the 

company has established good relationships with the design institutes that are 

responsible for these projects. Roxtec provides these design institutes with a software 

where, they easily can design the project and sealing solutions for free. The software 

is free for these institutes because Roxtec will become a part of the design of the new 

project and automatically guaranteed sales to the project, no matter which company 

that will be assigned the project in the end. Roxtec in Russia has decided to release 

updates of this software twice a year and every time the software is updated they visit 
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the design institutes. This gives the company the opportunity to talk with them and 

ask what is happening within the industry, which enables the company to acquire 

knowledge. 

 

Roxtec works with value added selling, this is important for them to be able to sell 

their premium products, they need to continuously work with their customers to make 

them understand why it is better to pay a higher price for their products rather than a 

cheaper one. The products Roxtec provides are applicable in many industries, where 

Roxtec is not active in today. The potential sales of their products are therefore very 

high since there are new industries and customers to sell their products to. Roxtec’s 

competitors follow Roxtec’s moves and try to take market share in these new 

markets. These competitors however, only compete with price. In 2013 a new 

competitor came to the market, which were Russian company. This is currently the 

toughest competitor, as this new company has a lower price and are Russian. Being 

Russian is significantly beneficial at the current business environment, since the trend 

is to go for more locally produced products and further away from Western products. 

 

Roxtec perceives the turbulence as manageable. The challenge is to be proactive, 

meaning finding the new business areas and create new demand for the products. The 

turbulence has decreased the market size for several industries, which also puts 

pressure on Roxtec to find new industries. Furthermore, the company has put 

measures into reduce the risk in the market. Roxtec could basically close their office 

in Russia, because the company has a low inventory level and a very small amount of 

money in the market. Through this small amount of money in the market, the 

company gets less vulnerable and less exposed to the risk that comes with the 

turbulence. 

 

4.2 Lindab 

Lindab is a public Swedish company that is listed on the Stockholm stock exchange. 

Lindab AB was founded in 1959 in Grevie, Sweden and had an annual turnover of 

about 7,5 billion SEK in 2015. Lindab have 137 branches in 32 different countries in 

2015. The company manufactures, develops, distributes and markets products and 

system solutions for construction and better indoor climate (Lindab, 2016). Moreover, 
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the company is divided into two business segments, Products and solutions and 

Building systems. Products and solutions is the largest with sales of 6,7 billion SEK 

and Building systems sold for 0,9 billion SEK in 2015. Product and Solutions has 

19% of its sales in Russia and the surrounding countries while building systems has 

48% of its sales in the area. This thesis interviewed Anders Revin, who is business 

controller for the business segment Product and solutions at Lindab. 

 

4.2.1 Lindab in Russia 

Lindab has two subsidiaries in Russia, one in Moscow, which operates mainly with 

sales, but also as a small manufacturing plant. The second one is located in Yaroslav, 

northeast of Moscow and operates as a production plant. For Lindab, it is necessary to 

have a production plant close to the market where the company is active in, due to 

high transfer cost of the products. 

 

Revin explains that the ongoing turbulence in Russia market has had a large impact 

on the company. The negative trend started when the oil prices began to decline in 

2014. Further on, the sanctions after the annexation of Crimea resulted in a very 

tough situation for the company in Russian. Moreover, this led to to a lack of 

liquidity in the market, causing a large decline of foreign direct investments. These 

changes in the business environment has complicated the situation for Lindab, since a 

significant part of their sales are towards Western companies that are active in Russia. 

Lindab is thereby, trying to refocus towards more local projects on the Russian 

market like arenas for example. Revin means that the market is close to its bottom at 

the moment and that it will not be able to decline much more for Lindab. The 

Business system segment, which has been the largest in Russia, has declined for two 

years in a row. Russia used to represent 40% of the sales for building system and 

close to 50% if the neighboring countries are included as well. Today however, it 

represents approximately only 12% and in a negative trend. 

 

As a consequence of the turbulence Lindab has terminated employees in its Russian 

subsidiaries and the company has also removed variable costs as well. In case of 

continuously high turbulence, the company may be forced to decrease the 

organization in Russia even more in the future. Lindabs Annual Report from 2015 
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states it that Lindab has chosen to refocus some of its commitments from Russia to 

the African market. This market has shown tremendous growth even if it is from low 

levels. 

 

Lindab is a premium product company within its industry and the products has high 

Western standard. When the turbulence started in Russia, Lindab performed worse 

than other competitors within the industry. A reason for this is that Russian 

competitors offered lower quality products to a lower price. This is a trend among 

Russian customers and these preferences have increased significantly as a 

consequence of the crisis. Revin explains that the company used to build for many 

Western companies, that wanted their high quality buildings when they entered 

Russia. As a consequence of the turbulence however, a lot of Western companies 

have determined to wait with their expansions in Russia. This decline of foreign 

direct investment in the country has resulted in that many projects that Lindab would 

have been involved with, have been put on hold. This has in turn, resulted in a large 

decline in sales for the company in Russia. 

 

Lindab is however, in Russia for the long run and believe that there is future potential 

for the company’s products in the country. Nevertheless, the company does not 

believe the downwards spiral trend will change until the oil prices has increased and 

the sanctions are lifted. The current situation in the market does not indicate 

willingness to investment of buildings and ventilation systems. Lindab is however, 

stable enough at the current level of sales in Russia and has the means and resources 

to stay in the market for the long run. The turbulence has resulted in that Russia now 

accounts for a smaller share of Lindabs total turnover, in comparison with before the 

turbulence. This has created a situation where the negative results in Russia does not 

influences on the overall result as earlier, which in turn means that decreasing 

performance in the country are not as bad in proportion longer. Revin does not see a 

scenario where Lindab would leave the Russian market, even if it is impossible to 

predict the future of the country. The company would only leave the market if it turns 

out to be impossible to conduct any businesses over a long period of time, which is 

not a likely scenario at the moment. The decreasing sales that the company has 

experienced due to the turbulence are thereby not enough implication for leaving the 

market. 
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In 2014, Lindab opened a competence and distribution center in Moscow. The 

chairman of the board of directors, Kjell Nilsson commented this in March of 2015 as 

a sign of Lindab long term beliefs in the Russian market. Lindabs decreased its fixed 

assets (with regard to production capacity) in Russia between 2014 and 2015 during 

the turbulence (Lindab, 2015). Revin explains that domestic companies are favored in 

procurements in Russia and it is thereby, an advantage to be seen as local. Companies 

does not have to be owned by a Russian company, as long as the company has 

employees and some part of the production located in Russia. There are however, 

several of Lindab’s partners that have claimed that they would purchase more from 

the company moved even more production to Russia. This would give Lindab more 

local status. With currently two subsidiaries operating as production plants, the 

company is however, considered to have local status. 

 

4.3 Xylem Water Solutions 

Xylem water solutions is a company within the Xylem group and was founded in 

1901 in Lindås, Sweden. The company operates within the water treatment industry 

and provides wastewater and dewatering pumps, biologic treatments, filtration and 

disinfection products. These products are used in several of different industries such 

as; commercial, agricultural, residential and industrial. The Xylem group had a 

turnover of 4,5 billion USD in 2015 (Xylem, 2016). The headquarter of Xylem group 

is today located in New York and is listed on the stock exchange. This thesis 

interviewed Magnus Söder, business area manager at Xylem Water Solutions in 

Sweden. 

 

4.3.1 Xylem Water Solutions in Russia 

Xylem water solutions’ largest markets are within the Asia Pacific and North 

America, while the Russian market does not constitute a large share of the total 

turnover. The company previously only worked with distributors in the country, but 

established its own sales office there in 2008. This is considered late compared to 

other competitors within the industry. Söder explains that the reason for accessing the 

market rather late, is because it is a careful company, which values business ethics 
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and compliance highly. The company wanted to ensure a safe entrance and avoidance 

of corruption. 

 

The recent development in Russia has affected the company, but the effects have 

been manageable. Xylem has, despite the ongoing turbulence, increased the sales 

volume of the products in Russia during the last years. Xylem’s businesses in Russia 

are however, conducted in the local currency ruble, which has negative impacts on 

the result. The company sells its products both to the industry market and to the 

multiplicity market. The Russian industries, where the company has its main focus, 

has not been as affected as much the the multiplicity market. Söder emphasizes that, 

even though one type of industry is affected more than another, it is essential to have 

a relative good balance between different industries. 

 

The sanctions imposed on Russia have also created a more complex business 

environment in the market in the way that Western products have become less 

desirable. The trend Xylem is currently experiencing is that products should be 

locally produced, rather than imported from the West. It is a common phenomenon in 

emerging countries that the government supports locally produced goods, where the 

price tag does not matter as long as it is products produced within the country’s 

borders. Xylem has however, never before experienced as strong pressure against 

Western products. Programs within the country have even been launched with the 

purpose to increase local manufacturing in the domestic market, which have made it 

more difficult for foreign companies that are not producing anything in the country. 

Xylem does not have any production in Russia today. The company has however, 

looked into the possibilities for the company to set up a smaller production facility in 

Russia, which would give the company the status of local manufacturing. 

 

Xylem has always experienced it problematic with payments in Russia. To cope with 

this problem, the company is strict regarding the payment requirement, but the lack of 

liquidity due to the crisis has caused even more problem concerning receiving 

payments. This has led to that the company has imposed even stricter policies 

concerning this to reduce the risk of not getting paid. The company has not however, 

despite that it is a premium brand within its industries, suffered from changed 

customer preferences. Söder explains that the company operates within industries, 
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where the Russian customers, as well as other Eastern markets, wants premium 

products. He means that there are common believes that these markets are 

characterized by low cost products preferences, but that this do not apply on Xylem’s 

markets. 

 

Xylem has not experienced a crisis of the same dignity as the current one in Russia. 

There are however, large fluctuations in many of the markets in the East in general, 

which the company has experiences of. Xylem evaluates local partners in Russia 

continuously and want to make sure that it covers as many business areas as possible. 

In areas where the company is not yet, represented the company looks for partners 

who can help the company to expand its businesses. Xylem also uses a well 

developed screening system, which allows the company to look into if any partnering 

companies are targeted by the sanctions. This system is also used to screen suppliers 

and customers to ensure that they not have been involved in any bribes. 

 

Xylem has not been putting any specific investments on hold in the Russian market. 

The situation is however, monitored closely from both the U.S. and Sweden. This has 

led to that large investments are particular thoroughly evaluated, due to the unstable 

circumstances in the market. Xylem has increased the number of employees during 

the last years, despite the turbulence. Söder however, points out that the number of 

employees would most likely have increased even more if the Crimea crisis would 

not have occurred. These investments are primarily founded in the positive outlook 

the company has future of the market. Xylem believe that the market will grow and 

become an important market for the company, even though it is difficult to predict the 

future of Russia. 

 

4.4 Fagerhult 

Fagerhult was founded in 1945 in the Swedish town with the same name, Fagerhult. 

Today, the Fagerhult group is one of Europe's largest lighting companies and had a 

turnover of almost 4 billion in 2015 Swedish SEK. The groups portfolio consists of 

ten brands, where the main brand is Fagerhult (Fagerhult, 2016). The Fagerhult brand 

in turn, operates within four main business areas; Health and care, indoor, retail and 

outdoor. This thesis interviewed Kerstin Påhlsson, who is International Sales Director 
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at the Fagerhult brand within the retail segment. Påhlsson has been working at 

Fagerhult for the last three and a half years. This thesis has its main focus at the 

business segment, retail, which mainly sells lighting solution to retail stores. 

Therefore, when referring to Fagerhult, this thesis will be referring to the brand 

Fagerhult Retail. 

 

4.4.1 Fagerhult in Russia 

Fagerhult has two subsidiaries in Russia that operates as sales and marketing. One 

sales office is established in St. Petersburg, with about twelve employees and one 

sales office in Moscow, with approximately five employees. Except the two 

subsidiaries, the company also works with distributors and agents on the Russian 

market. The Russian market previously accounted for a larger share of Fagerhult 

global sales within the segment. This has however, decreased the last three years due 

to the turbulence and today, the Russian market only accounts for small share. 

Påhlsson points out that Fagerhult believes that Russian market will constitute a 

larger share of the total global sales in the future. 

 

The turbulence in Russia has not put Fagerhult in Russia in any alarming position, 

even though businesses have been lost, the turbulence is perceived as manageable. 

Furthermore, no employees have been terminated since the crisis started. Those who 

have quit their employment however, have not been replaced with new employments. 

Fagerhult’s strategy is to follow its customers wherever they go in the world to 

provide lightning concepts for their stores (Fagerhult, 2016). Fagerhult started to 

experience a decline in the sales even before the current crisis in Russia started. This 

decrease in sales did however, started to accelerated along with the declining in oil 

price and the sanctions. The sales offices in Russia reported that the political situation 

in the country has resulted in that many companies have paused several investments 

within the retail area. Fagerhult sees the potential of Russia, but are waiting with an 

offensive attempt to gain market share until the political and the economical 

situations improves in the country. The subsidiaries in Russia reported that the 

situation is so uncertain, that very few companies invest for tomorrow. As a 

consequence of this, the customers have changed their price preferences to more low 

cost products and customers in Russia are now looking for cheaper products will 
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lower quality. Customers that Fagerhult identified a several of years ago as potential 

customers for their premium products, are now looking for cheaper products, which is 

a trend within the industry. 

 

Påhlsson describes that in the current situation are customers satisfied with products 

that are good enough and that premium products, as the Fagerhult brand, are now less 

desirable. All segments within the Fagerhult group have however, experienced the 

negative impact of the turbulence. Customers currently tends to stays with what they 

have or turn to the temporary solutions that are cheapest. The demand of new 

premium light solutions is thereby, significantly low in the market at the moment.  

 

Another reason for the declining sales has to do with the increasing competition that 

comes with the globalization. Russian companies tend to purchase from Chinese 

manufacturers now, rather than from Western companies. The customs between 

Sweden and Russia are costly for Fagerhult, this is an area where Fagerhult 

constantly search for new solutions. The company has improved their distribution 

system to Russia, which has made it cheaper to send the products than before. 

Fagerhult also has a production plant established in China and is working towards an 

improved distribution system, that would enable the company to send products 

directly from China into Russia. 

 

Fagerhult has seen tendencies that Russian customers favor locally produced products 

as well. The company has not however, experienced any direct pressure from any 

customers for local production. The possibilities to open a production facility in 

Russia have been put into thought, but nothing is yet determined. These consideration 

is rather founded on the increased access to the Russian market this would mean, in 

which Fagerhult also sees great potential in. 

 

Another argument favoring local production would be the avoidance of the expensive 

Russian import bureaucracy. Påhlsson however, emphasizes that the decision of 

establishing a production facility will have to wait until there is a more stabilized 

situation in Russia. There is no need for Fagerhult to base their decision in any five or 

ten-year plan. The reason for this is because the future of Russia is still too difficult to 
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predict and therefore, it is more appropriate to evaluate the situation as time goes by 

and make the final calls when the situation has improved in the market. 

 

The decisions concerning the Russian market are taken internally with a dialogue 

between Sweden and the Russian subsidiaries. No consultants or other third parties 

are involved. The subsidiaries contribute with how the see and experience the market 

turbulence, while the staff positioned in Sweden are monitoring the situation closely. 

Påhlsson also points out that another way to get an understanding of which way the 

market is heading is to look at the partners. Fagerhult provides lights to both Hennes 

& Mauritz and Nike and other large Western companies. Fagerhult has regular 

dialogues with the large international customers to get an understand on how they 

perceive the market and their view on potential investments. Large customers that 

prepared to increase of investments are customers that Fagerhult usually follow and 

then do it as well. 

 

It is emphasized that the European markets are also facing smaller crisis as well. This 

has resulted in that Fagerhult is more aware of handling crisis since about 4 years 

back. These crises are however, very similar to each other. The turbulence in Russia 

is much more unique, which makes it difficult to use previous experience of operating 

in turbulent markets. Fagerhult has although a positive view of the company's future 

in the Russian market. As long as the political and the economical situations 

improves, Russia will attract Western companies and investments again. This in turn, 

would increase the demand for Fagerhults premium products and then is it important 

to be close to the market. 
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5 Analysis 

The chapter will start by analyzing the perception of the Russian turbulence and its 

relevance to the theoretical framework. Both within case analysis and cross case 

analysis will be made to give a broader understanding of the companies and the 

differences and similarities between them. Furthermore, the theoretical context 

concerning commitment changes will be analyzed along with the empirical findings. 

Throughout this analysis, the authors own voice will be heard in relation the 

theoretical framework and the empirical findings. 

 

5.1 Perception of the Russian market turbulence 

As Johanson and Vahle, (2007); Jansson, (2007) claimed, market turbulences occur 

suddenly and are difficult to anticipate goes in line with situation in the Russian 

market. The Russian annexation of Crimea, the decline in oil prices, followed by the 

devaluation of the ruble, radically changed the business environment in the market. 

The oil and gas industry which declined radically, encouraged Roxtec to seek new 

profitable business areas. The reduced access to Western customers in Russia, 

resulted in that Lindab needed to refocus towards Russian customers instead. Xylem 

has experienced pressure to have more local production in the country, due to the 

increased preferences of local products. Another change of preferences among the 

Russian that Fagerhult experiences, is that the Russian customers now prefer low cost 

products. The annexation of Crimea was unpredictable, but even the effect on of all 

the sudden events occurring in Russia would have on the businesses have been 

difficult to predict. These empirical findings do however, also provide another 

contributed explanation of why the turbulence was difficult to anticipate, which is 

that they all are affected differently. Thereby, it seems to be no universal picture on 

how a turbulence affects companies. In case of knowing how a turbulence would 

affect a business, it could be argued that the turbulence could be avoided through 

changing the business structure. This would not however, conform with how this 

thesis define phenomenon: Radical changes caused in the external environment that 

are difficult to assess and anticipate, causing uncertainties. Moreover, this indicates 

that if the effects of Russian crisis were predictable, it would might not have been 

considered as a market turbulence. 
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This also goes in line with what Jansson (2007) emphasizes, that companies perceive 

the market turbulence phenomenon differently. For Fagerhult and Lindab the 

turbulence is perceived as a setback for the businesses in the country that needed to 

be compensated through increased commitment in other markets. Xylem sees it more 

as a temporary slowdown, where it is about finding the balances between different 

industries. For Roxtec however, the turbulence is seen rather seen as a challenge to 

discover new businesses. A reason for these different perceptions has been identified 

through an industrial point of view. Lindab and Fagerhult are focusing more on 

Western companies and are thereby, dependent on their decisions regarding the 

Russian market. Roxtec and Xylem have been more successful in this aspect, since 

these companies are more focused towards the Russian industry. Therefore, this 

indicates that which industry the companies are active in, plays a central part in how a 

company perceive the turbulence. This would confirm Luo’s (2002) argument, that a 

there are different experienced levels of turbulence in different industries. 

Furthermore, this indicates that how the business partners are affected by the 

turbulence, also impact a company’s own perception of the turbulence. This is 

because companies that are selling to industries that are suffering from the turbulence 

will be less likely to buy more during the turbulence. On the other hand, companies 

that sell to companies within industries that remain less effected of the turbulence will 

have more purchasing power. These companies keep purchasing the products and 

thereby, does not suffer as much of the turbulence. To conclude, companies with 

business partners that are not affected as much of the turbulence, will perceive the 

turbulence as less severe. 

 

What unifies the companies is the view of the situation in Russia is perceived with 

high uncertainty about the future. This is what Figueira-de-Lemos et al., (2011) calls 

pure uncertainty, since the companies will be limited to reduce it if they stay active in 

the market. There are however, positive outlooks about the future despite the 

uncertainties. The empirical findings points to that the companies believe that there 

the Russian market has great potential, due to its large domestic market. The case 

companies also experience the turbulence as manageable and thereby, along with the 

positive outlook, they are determined to remain on the market despite the setbacks. 

Two different reasons were identified that can explain that they believe that the 
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turbulence is manageable. The first one is based on what Figueira-de-Lemos et al., 

(2011) theory, that the companies possess the knowledge it needs to handle the 

situation. The second is based on a situation presented by Forlani et al., (2008), that 

all managers in general believe that they have the knowledge required to handle a 

crisis, when they actually lack the knowledge to handle it. The empirical finding 

however, rather points towards the first theory. Roxtec and Xylem have shown great 

market knowledge by being able to switch their commitments towards more 

profitable industries. Fagerhult has improved the distribution system to Russia, which 

indicates that possess the knowledge of what to do about the effects of the turbulence. 

By knowing which assets and commitments to decrease, Lindab has shown that it has 

the knowledge needed to handle the crisis and to remain on the market in the long 

run. Thereby, the empirical findings indicate that the companies possess the 

knowledge to manage the turbulence, not only that they believe they do. 

 

5.2 Commitment changes 

None of the four companies have change their operation mode since the market 

turbulence in Russia started. Roxtec did set up a smaller production facility a short 

time before the turbulence and Lindab opened their production plant in Yuroslav 

2008. Xylem and Fagerhult have looked into the possibility of opening a smaller 

production or assembly subsidiary. This confirms what Pedersen et al., (2001) 

explained that there is no ideal mode of operation and that companies need to finds 

what is best and most profitable for them. Fagerhult’s main reason for opening 

production or assembly in Russia would be avoidance of custom. Xylems reason can 

be explained by Welch et al., (2007), who argue that companies need to change 

operation mode as a reaction to the business environment. Xylem consider locally 

production to get a locally production certificate to cope with the changes in the 

business environment, where companies conducting local production are favored. 

This indicates that the operation mode is an important commitment choice, that 

continuously is under evaluation to meet the changes in business environments. A 

possible explanation for why the companies are postponing the decision concerning 

change of operation, can be due to the future uncertainty that are experienced in the 

Russian market. Companies consider the advantages with increased commitments of 

operation modes contra the increased risk exposure. Through applying more 
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commitment concerning operation mode like establishing production plants, would 

decrease the flexibility in the market. This argument goes line with Welch et al., 

(2007) and Morchett et al., (2009), who emphasize the need for flexible operation 

mode in high-risk environments. In case of increased or continuous uncertainties in 

Russia, the companies would be more vulnerable if they would apply a more 

committed approach. Moreover, this would also make them less flexible if they 

would need to leave the market in the future. Thereby, the reason for the passivity 

concerning these changes, could be  the avoidance of increased risk exposure. 

 

Roxtec, Fagerhult and Lindab have put investments on hold due to the crisis, while 

Xylem is passive concerning the large investment. This is an approach called “wait-

and-see” by Hilmersson, (2014); Kupers, (2014); Figueira-de-Lemos et al., (2011). 

This approach is usually applied in what Hilmersson (2014) refers as the first phase 

of market turbulence, where the lack of knowledge causes the inaction. This can be 

interpreted from what Figueira-de-Lemos et al., (2011) emphasize, that this approach 

is used by companies, when the uncertainties are high in a market and when they do 

not know how to deal with situation. It does not however, indicates that Roxtec, 

Fagerhult and Lindab are within the first phase. It is rather seen as a strategic choice 

than inaction due to lack of knowledge, as the companies argue that these investments 

will do better in the future. By just saying that these companies are applying the 

approach due to lack of knowledge does not reflect the reality. By waiting for the 

right moment to implement the investment, rather indicates that the companies 

possess knowledge concerning the risk in the market. Through awaiting the 

investment, the companies are avoiding being exposed to more risk than are 

acceptable. 
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Figure 4: The commitment decision framework, by Figueira-de-Lemos and Hadjikhani, 

(2014) 

 

By referring to figure 4, The commitment decision framework, by Figueira-de-Lemos 

and Hadjikhani (2014), Roxtec would be categorized into box 4. As mention, the 

company has put investments on hold and thereby uses the wait-and-see approach 

concerning tangible commitments. The company has however, increased their level 

of commitment concerning intangible resources. First of all, the company has put 

more focus into design institutes. The company has also strived for increased 

competence and knowledge through replacing employees more skilled workforce. 

Furthermore, the company has expanded its network through focusing on partners 

where the money is believed to be in the future. The last approach can be understood 

with Figueira-de-Lemos’ et al., (2011) argument, that intangible assets as a 

company's ability to learn and control the environment with new relationships. 

Through establishing these new relationship, Roxtec shows indication that it 

possesses knowledge of how the market turbulence affects its business environment. 

Furthermore, companies within this box experience uncertainty and are suggested to 

increases the intangible resources to gain knowledge and thereby, reduces the 

uncertainty. Through invest on the employees and educate them, the internal 

knowledge will increase which in turn will lower the risk. This is because the more 

educated workforce will be able to understand the market as well as Roxtec’s 
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products. Further on, this means that the company can implement the product on 

other industries that becomes more appropriate during the turbulence. This is 

suggested by Wang et al., (2015), who argues that market turbulence forces 

companies to seek for new business opportunities. By improving the internal 

knowledge, the company will be able to find other business areas because of the 

increased knowledge of the market. In turn, increased understanding of the product 

will enable them to understand the utility of the product and thereby, implement it on 

other industries as well. In summary, the increased knowledge reduces the 

uncertainty, since it will enable the company to spread the risk over more industries 

and over expanding to those that are less affected by the turbulence. 

 

Lindab’s commitment changes in the Russian market correspond to Figueira-de-

Lemos’ and Hadjikhani’s (2014) box 3a. In the scenario, the company is above the 

accepted risk level and Figueira-de-Lemos and Hadjikhani (2014) recommend to 

decrease tangible commitments, in order to reduce the uncertainty. Lindab has 

considerable assets in the country, which has resulted in more risk exposure. The 

company has however, reduced the fixed assets due to the turbulence, in the attempt 

to reduce all the variable costs. Thereby, the company decreases tangible 

commitments, which means that the company avoids the high level of risk exposure 

and closing in to the accepted risk curve. This indicates that Lindab possess the 

knowledge required to achieve recilience on the market. Through being less exposed, 

the company can remain resilient longer on the market since the turbulence will not 

be as severe anymore. This is confirmed by the empirical findings that shows that 

results in Russia does not have as a large impact on the overall results as earlier.  

Further on, due to the decreased vulnerability on the market, the company can await 

an improved situation in the market. In that case, once the situation is considered as 

below the risk curve, in the position which Figueira-de-Lemos and Hadjikhanis 

(2014) refer to box 2, the company would be able to invest again and increase its 

tangible commitment on the market. 

 

In Figueira-de-Lemos and Hadjikhani (2014) figure 4, box 4 reflects the actions of 

Xylem the most as it stands for wait and see tangible and increase intangible. Xylem 

is passive with large investments and has, as the only company in this study increased 

its employees during the turbulence in Russia. Xylem has thereby increased its 
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commitments towards the market during the turbulence and has shifted its intangible 

focus towards the more, at the moment, growing industry segment and away from the 

multiplicity who has declined as a result of the low oil price. It could be argued that 

Xylem should be placed in box 1 of Figueira-de-Lemos and Hadjikhani (2014) 

model, increase intangible, since the company only has increased during the 

turbulence, however, in that box the company has no prior knowledge about the 

market which is not the case of Xylem. This places Xylem in the lower end of box 4 

in the figure. In the fourth box a company increases the intangible to increase the 

knowledge level and eventually increase the tangible assets in the market as well. 

This is confirmed by the empirical findings where Xylem is looking into the 

opportunity to set up a smaller production facility as well. 

 

Looking at how Fagerhult has responded to the crisis, it would be placed in box 3b in 

Figueira-de-Lemos and Hadjikhaní s (2014) model, Figure 4. In this box, the 

uncertainty within the company is too high to recommend any commitment changes. 

Fagerhult has however, lowered its intangible commitments in the market by not 

replacing employees who has left the company. The empirical findings indicate that 

Fagerhult is experiencing significantly uncertainty. The reason for this is that 

Fagerhult in Russia is dependent on other Western companies’ expansions in the 

country, which has decreased a lot during the turbulence and created high uncertainty. 

Fagerhult is also dependent on the purchasing power of the end-consumer in Russia, 

which also has decreased the last years according to Chatham (2016). This has 

contributed to even larger uncertainty for Fagerhult. As explained by Luo (2002), the 

turbulence has different effects on different companies. This thesis has identified the 

two effects mentioned above, as the most characteristic of the turbulence in Russia 

and Fagerhult has been hit by both.   

 

By operating in the same country market, it could be expected that all the companies 

would end up the same boxes presented by Figueira-de-Lemos and Hadjikhani 

(2014). However, this was not the case since the empirical findings represents the 

actions that are suggested in box 3a, 3b and two in box 4 as presented above. A 

possible explanation for this is, as mention earlier, that the companies perceive the 

turbulence in the Russian market differently. All these boxes are however, above the 

accepted risk curve, which by referring to Figueira-de-Lemos and Hadjikhani (2014). 
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mean that all the companies are operating within an environment, where the risk 

needs to be reduced. This is identified in the empirical findings, where the companies 

emphasize the risk associated with the situation in the Russian market. 

 

A possible explanation to why all the companies are represented above the accepted 

risk curve is that all of them have established subsidiaries. As Welch et al., (2007) 

mention, wholly owned subsidiaries requires highest commitment in a foreign 

market. In addition, Figueira-de-Lemos and Hadjikhani (2014) claimed high 

commitment increases the risk. Thereby, this can have increased the risk among the 

companies. Furthermore, Johanson and Vahlne (1977), points out that subsidiaries 

operating as production plants requires more commitment than subsidiaries that only 

operates as sales, services and marketing. This is a possible explanation for that 

Lindab experiences significant impact of the turbulence, since company has two 

subsidiaries established in the market, whereas one of them operates as production 

plant. 

 

As this thesis refers employees as intangible resources, there are approaches 

identified in this study, which is not represented in the boxes presented by Figueira-

de-Lemos and Hadjikhani (2014). Box 5 is the only box that represent a situation 

where the company should decrease its intangible resources, where it is suggested 

that the company should leave the market. Lindab and Fagerhult have, as a 

consequence of the market turbulence fewer employees. This is considered as a 

decreased of commitment concerning intangible resources, but does not however, 

necessarily mean that they should leave the market. The findings rather show that it is 

a necessary approach in order to remain resilient on the Russian market these 

companies. Figueira-de-Lemos and Hadjikhani (2014) emphasize that intangible 

commitment is necessary to increase in order to reduce the uncertainty through 

increased internal knowledge. This is not however, considered applicable on the 

current situation for Lindab and Fagerhult. A reason for this can be due to their 

dependencies on Western companies within the Russian market. Increasing the 

knowledge within Lindab and Fagerhult would not necessarily result in that better 

circumstances for their Western partners. Therefore, it can be rather suggested to 

decrease the intangible commitment to cut the variable costs, through reduce the 

number of employees. This is despite the loss of knowledge that comes with reducing 
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the human capital (Figueira-de-Lemos and Hadjikhani, 2014). A possible underlying 

reason that is identified for this is because the companies will be less vulnerable of 

the turbulence, as it reduces the variable costs and thereby are less committed towards 

the Russian market. In turn, the companies can remain resilient on the market for a 

longer period of time and await an improved situation for the Western companies. 

 

In the background of this thesis was it presented that the export from Sweden to 

Russia had decreased with 50% from January in 2015 to January of 2016. The 

information presented about Russia combined with our empirical findings shows a 

possible explanation that indicates that the low export to Russia also is consequence 

of the devalued ruble. When businesses are conducted in the local currency ruble, it 

has lost much of its value when the money is transferred back to Sweden. As the 

statistics is presented in Swedish currency, this necessarily does not mean that 

volume of exported products has decreased as much. This would not however, be the 

only explanation as our empirical findings also that the sales have declined for 

companies as well. The situation in Russia nevertheless, may not be that bad in terms 

of lost in customers as one expected when looking at this statistic. 

 

All four companies in this study talked about the opportunities associated with the 

Russian market. Roxtec and highlighted the market size, where the country 

constitutes a large domestic market. What all four also had in common was the 

believe that when turbulence has improved and the oil price is higher, the orders will 

increase again. However, it may not be the same Russia that comes out of the 

turbulence as entered it. The empirical findings have shown that Russia is becoming 

more protectionist and pulling away from the West. This may lead to that the market 

knowledge the companies had before the crisis may not be applicable after the 

turbulence. A new business environment can develop when the money does not come 

from the oil industry if the oil prices stays at a lower level for a longer period of time. 

Therefore, the authors of this thesis agrees with Kupers’ (2014) argument that a wait 

and see strategy can be devastating in the long run, since the business environment 

changes in Russia at the moment. 
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6 Conclusion 

This chapter intends to provide an answer to the research question, which derives 

from the analysis. This will enable this thesis to provide managerial implication for 

other companies. Furthermore, the limitation of the study will be presented followed 

by suggested future research. 

 

6.1 Research Question 
 

Research question: How do Swedish B2B companies change their commitments to 

remain resilient in the turbulent Russian market? 

 

The purpose of this study was to examine how Swedish B2B companies change their 

commitments towards the Russian market during times of turbulence, in order remain 

resilient. The reason for this was that a research gap was identified, where the current 

situation in Russian market was unexplored. Furthermore, statistic showing the great 

impact the situation in the country have had on the Swedish companies called for 

further research that would provide guidelines for other companies on how to remain 

resilient in the Russian market. As Figueira-de-Lemos and Hadjikhani (2014) claim, 

the commitment changes are necessary in order to respond to the radical changing 

environment, this would be examined through investigating how the resilient 

companies have changed their commitments towards the market. 

 

The turbulence in Russia has different effects on Swedish B2B companies within the 

market. In turn, the turbulence is also perceived differently. A reason that was 

identified is that which industry the company is active in has significant large impact 

on how the market turbulence is perceived. 

 

This thesis points to that there are no unified strategy concerning commitment 

changes that every company can use. The different perception of the situation in 

Russia, rather points to that the commitment changes are dependent on the perceived 

risk associated with turbulence, as well as the experienced uncertainty of the future. 

Moreover, the study also indicate that the commitment changes also are founded in 
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knowledge companies possess, where high knowledge guide which commitment 

changes that are necessary for each specific company. 

 

 

 

Figure 6: Revised Theoretical Synthesis: Own illustration 

 

Figure 6 above illustrates how Swedish companies have changed their commitments 

concerning operation mode, intangible and tangible resources. These changes refer to 

those that have been conducted since the market turbulence in Russian started, in 

2014.  

 

As mentioned, the study indicates that there are several of different commitment 

changes that Swedish B2B companies implement to remain resilient in the market. 

The most recurring changes are concerning intangible commitments, where the 

human capital constitutes for the most changes. Depending on how the Russian 

turbulence is perceived, Swedish B2B companies adapt thorugh increasing or the 

decreasing the number of employees. Another change of intangible commitments that 

are reoccurring is the refocuses towards the industries that suffer less of the 

turbulence, due to the fact that the less affected industries has become more attractive. 

Furthermore, Swedish B2B companies uses their intangible resources in form of their 

networks, to decide where and when increase its tangible assets in a country, to 
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secure their part of a project and to find new business areas. As figure 6 above 

illustrates however, Swedish B2B companies both increased and decrease the 

intangible commitments to remain resilient on the Russian market. The identified 

reason for this was as previously discussed, the different perception and experiences 

of the turbulence in Russia. 

 

Further on, this study shows that commitment changes concerning tangible resources 

should not increase. The result indicates that it rather should decrease or that the wait-

and-see approach should be applied. The latter is the most common approach where 

Swedish B2B companies put their investments on hold. The reason that was identified 

for the usage of this approach is due to the uncertainty of the future in the Russian 

market. Swedish B2B companies does therefore, await a stabilized situation to be 

able to not increace the risk exposure associated with new investments. 

 

Concerning operation mode, the study indicates that no changes in commitments are 

suggested in the turbulent Russian market. The study does however, shows that in the 

current situation, the operation mode plays a significantly big role. This is because the 

more committed the operation mode is, the more local status, but this also mean more 

risk exposure in a high-risk environment. Changes of operation mode in the Russian 

market is however, considered by Swedish B2B companies. Nevertheless, leaving the 

market completely is only considered if the situation becomes worse than it is today. 

 

6.2 Managerial Implications 

Russia is despite the turbulence viewed upon as a market of great potential of the 

companies who participated in this study. This study has shown that the importance 

of having commitments in several of different business areas to remain resilient. 

Since it is very difficult to anticipate how a turbulence will affect the market, this 

study recommends companies who operates in Russia to commit, if possible, to 

different segments of the market, since different industries are affected differently. 

 

The wait-and-see approach concerning investment is a common approach used by 

Swedish B2B companies to remain resilient in the Russian market. The reason for 

this, is that the future of Russia is unpredictable. Swedish B2B companies that have 
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managed remain to resilient have however, positive future outlooks of the markets. 

This approach therefore, is an implication for other Swedish B2B companies to apply 

on the Russian market. A prerequisite for this is, that the company has resources and 

means for this since, as Kupers (2014) emphasizes, it can be a devastating approach 

in the long run if nothing changes.   

 

In addition to this, a recommendation is to consider to implement investment at the 

current situation. The reason for this highlight is due to the devaluation of the Russian 

currency, ruble. At the current level, the value of the ruble is low in comparison with 

the Swedish currency. Investing now would therefore, come at a low price if it the 

purchase is conducted in ruble. In turn, this would result in positive returns if the 

situation in Russia improves. 

 

6.3 Limitations 

This research has some limitations as the authors are aware of. The limited number of 

case companies are the largest of this limitation, which is a direct consequence of the 

time constraints. A larger study could provide greater information and possibly 

provide more similarities and differences. With that said, this study achieved its goal 

of explain the research question on how companies change their commitments in the 

turbulent Russian market. 

 

Another limitation is the selection of companies, this study had several of criteria of 

the companies selected for this study. Even if all the companies are large companies 

by definition, they differ a lot in both turnover and employees in turn may affect their 

decisions. The smallest company in this study was Roxtec with a turnover of 

approximately 2 billion SEK and the largest was Xylem with an annual turnover of 

approximately 37 billion SEK. 

 

The third and last limitation that the authors would like to highlight, is the different 

positions the interviewees. Three of them are based in Sweden and the fourth one is 

based in Russia. This can affect the answers during the interviews since the 

experience of the turbulence can be perceived differently from Sweden than in 

Russia. 
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6.4 Further Research 

This study has focused on how the companies has changed their commitments during 

the turbulence in Russia. The case companies in this study are active in different 

industries. The authors of this study believes that a deeper understanding of the 

subject can be provided if a similar study is conducted with industry specific 

companies. A research conducted with only retail companies could add an extra 

dimension to this field of study on how to use the commitment changes to remain 

resilient. If studies investigate this from different angles this could contribute to better 

understand on how to remain resilient in different industries. 

 

As this study was conducted with time constraints, it cannot prove that the 

commitment changes suggested to remain resilient is the most appropriate in the long 

run. Therefore, longitudinal researches concerning commitment changes in the 

Russian market would be interesting. This could investigate what the effects of the 

commitment changes would have under a long period time. In addition, the 

commitment changes could also be divided further. Through categorizing 

commitment into narrower parts, future study could capture more accurately which 

commitment changes that are necessary to conduct remain resilient in times of 

turbulence. 
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8 Appendix 

8.1 Interview Question 

General Questions 

1.What is your position in the company? 

2. How many countries are you active in today? 

3. When did you enter Russia? 

4. How many employees do you have and how many of them works in Russia? 

 

Question concerning Russia 

5. How important in the Russian market for you? 

6. Can you describe the market research that was made before entering the market?  

7. How are you established in Russia? 

8. In what way is your company prepared for possible crises? 

 

Questions concerning the Turbulence in Russia 

9. Has the crisis in Russia affected your company? If so, can you elaborate?  

10. Has it affected your investment strategy? If so, can you elaborate? 

11. How has the changing environment affected your way of doing business in the country? 

12. How has the crises affected employee turnover? If yes, how has it been affected?  

13. Does X works with any local partners in Russia? If so, can you describe the 

collaboration? 

14. Has the establishment changed since the crisis started? If yes, why? 

15. How has the crisis affected the company's network in the country? 

16. Can you describe the company's market knowledge about Russia?  

17. How do you perceive the uncertainty in the market today in comparison before the crisis? 

18. Have you experienced any similar situations before? If yes, can you describe how this has 

affected the decisions that has been made during the crisis? 

19. Did you see any tendencies that the crisis was about to occur? If yes, which? 

20. Have you experienced any difference in getting paid before and after this crisis?  

21. What are the reasons for why you have performed better or worse than your competitors 

during the crisis? 

 

Future  

22. What is your view about the future for your company in Russia? 
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23. Which are the greatest challenges for your company in Russia in the coming yea  

8.2 Topics  

Operations in Russia today 

The effects of the crisis on the company 

Changes, due to the crisis 

The effects of the crisis in comparison with competitors 

Future outlook 

 

 

 

 


