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This thesis focuses on creating a market research framework for helpdesk providers targeting
Canadian universities. The framework is tailored for the specific features of Canada's university
sector and the needs of SMEs, like Pegasi Oy. It outlines steps like setting goals, gathering
data, starting a pilot, using online platforms, partnering locally, and analysing data extensively.

The study employs a case study and existing knowledge source referencing approach to
evaluate the effectiveness of the proposed framework, focusing on the market entry of Pegasi
Oy, a university-focused helpdesk solutions provider. The research employs a qualitative
research method of interviewing to collect data about relevant stakeholders, and other related
topics. The findings of the study provide new insights and recommendations for companies
looking to enter the Canadian market, as well as contribute to the theoretical discourse on
research methodologies in market analysis and strategy development.

This research addresses a literature gap by offering a tailored framework for firms like Pegasi
Oy entering the university helpdesk market internationally. It integrates qualitative methods
into market strategy, contributing both practically and theoretically. The study evaluates the
achievement of its objectives, implications, limitations, and offers future work suggestions.
The findings provide insights for companies aiming to expand globally, particularly in the
Canadian market, while enriching the theoretical discussion on research methods in market
analysis and strategy development.
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CHAPTER 1: Introduction

The primary focus of this thesis is on university-focused helpdesk solutions and their role in
shaping IT environments in academic institutions. The thesis aims to provide a comprehensive
understanding of the framework of how to conduct qualitative market research to open the
market for a university-focused helpdesk solutions provider at the initial stage, targeting the

Canadian market.

This chapter of this thesis provides a comprehensive overview of the study. It begins with the
study's background, highlighting the importance of market research in new market entry and
the need for tailored approaches to market research method selection. The statement of the
problem follows, which outlines the challenges faced by university-focused helpdesk solutions
providers in entering new markets, particularly the Canadian market. The aim of the study and
research question is then presented, which focuses on exploring how to conduct qualitative
market research to open the market for a university-focused helpdesk solutions provider at the
initial stage, targeting the Canadian market. Key concept definitions are also provided to ensure

clarity and understanding of the terms used throughout the thesis.

Delimitations are then discussed, outlining the study's scope and limitations. Finally, the
structure of the study is presented, which provides an overview of the chapters and their
contents. Overall, this thesis aims to deliver a comprehensive understanding and provide
insights into the most suitable market research methods, and well-established framework for
entering the Canadian market for a university-focused helpdesk solutions provider by
conducting qualitative market research. It also aims to provide a comprehensive understanding
of university-focused helpdesk solutions and their role in shaping IT environments in academic

institutions.



1.1 Background of the Study

Higher education institutions worldwide are continually transforming their operational models
and systems to meet the shifting demands of their constituents, leveraging emerging
technologies to foster greater administrative efficiency and student support (Creswell and J
David Creswell, 2018). This rapidly evolving technological landscape has ushered in an era
where solutions providers like Pegasi Oy, with a particular focus on university helpdesk

services, are in high demand.

Pegasi Oy, a Finnish technology company, has capitalized on this trend and built its business
model around catering specifically to the needs of higher education institutions. Recognizing
the burgeoning potential of the international higher education market, Pegasi Oy has set its
sights on the Canadian market, envisaging it as a new frontier for growth and expansion. Pegasi
Oy., established in 1995, is a dynamic ICT-consulting firm specializing in Identity and Access
Management (IAM) consulting and related technology solutions. This thesis is subjected to one
of their core product Pegasi Uni Help, the helpdesk solution specialized for universities. The
company transitioned to full-time operations in February 2020, with its headquarters nestled in
Lappeenranta. Pegasi Oy has an extensive background in Internet Service Providing, including
services like network management, email, secure VPN gateways, remote storage, server
hosting and now Uni Help. Over the past decade, they have built an extensive portfolio in [AM
strategy and architectural development, which extends to the implementation of IAM systems
and Helpdesk systems. They are continually innovating using cutting-edge technology from
industry leaders like NetlQ, Microsoft, and various open-source vendors. Their forte lies in
addressing the unique identity management challenges faced by universities and applied

science schools (Pegasi Oy, 2023).

Canada, home to numerous prestigious universities and higher education institutions, presents
a ripe market for university-focused helpdesk solutions. However, this market is characterized
by its unique sociocultural, political, and economic nuances, as well as distinct legal and
technological frameworks (Creswell and J David Creswell, 2018). It is, therefore, vital for
Pegasi Oy to comprehend these dynamics and how they might impact its potential market entry

and operations in Canada.



There exists an extensive literature on market entry strategies and research methodologies for
various sectors. These studies employ a host of theoretical frameworks such as PESTEL
Analysis, SWOT Analysis, Porter’s Five Forces, Jobs-to-be-Done Theory, and Diffusion of
Innovations Theory. While each of these frameworks contributes valuable insights, none has
been applied specifically to the context of a university-focused helpdesk solutions provider like

Pegasi Oy entering the Canadian market.

Moreover, existing literature predominantly focuses on large corporations and their
internationalization processes, with limited emphasis on small and medium-sized enterprises
(SMEs) like Pegasi Oy (Coviello & Munro, 1997). Given that SMEs often have different
resources, capabilities, and market entry considerations compared to larger corporations (Ojala,

2009), a study focusing on Pegasi Oy's market entry into Canada is both relevant and necessary.

1.2 Statement of the Problem

The international market entry of SMEs, particularly technology-based ones, is a complex
process that involves various intricacies, such as understanding a foreign market's dynamics,
gauging competition, and legal and technological frameworks, as well as cultural factors. These
considerations are often amplified when the target market involves higher education

institutions, given the sector's unique landscape and requirements (Ojala, 2009).

Pegasi Oy, as a university-focused helpdesk solutions provider, is seeking to venture into the
Canadian market (Pegasi Oy, 2023). This venture poses specific challenges that stem from
Canada's distinct market conditions, characterized by unique socio-cultural, political, legal, and
technological dynamics (Creswell and J David Creswell, 2018). Furthermore, the
competitiveness of the Canadian higher education sector and the unique needs of Canadian

universities add layers of complexity to the situation.

International market entry represents a monumental challenge for SMEs, and the importance

of conducting precise and comprehensive market research in this venture cannot be overstated.



A recent comprehensive analysis by Martin, Chetty, and Bai (2021) has confirmed a long-
suspected assertion in the business world: one of the primary culprits behind failed international

expansions is inaccurate or superficial market research.

In an era where data is abundant, the crucial issue isn't just obtaining information but
understanding and interpreting it accurately. Traditional market research methodologies, while
having their merits, sometimes fall short in capturing the multifaceted nature of international
markets. Trott (2001) and Leonidou (2000) both emphasize this limitation, noting that these
methods might not provide an all-encompassing view of the target market. This can lead to
critical inaccuracies in strategy formulation, rendering even the most ambitious international

entry strategies ineffective.

Compounding this challenge is the inherent nature of SMEs. Unlike their larger counterparts,
they often grapple with significant resource limitations, making in-depth market research
endeavors considerably more challenging. Trott (2001) has particularly highlighted this, noting
that SMEs' limited resources often hinder their capacity to access, interpret, and leverage high-
quality market data effectively. This situation places them in a precarious position, making their
foray into new international markets inherently more risky than it would be for larger, more

resource-rich entities.

Existing theoretical frameworks such as PESTEL, SWOT, Porter's Five Forces, Jobs-to-be-
Done Theory, and the Diffusion of Innovations Theory offer valuable insights for market
analysis and strategy development (Porter, 1979; Christensen et al., 2016; Rogers, 1962).
However, these frameworks have not been collectively applied or tailored to the specific
scenario of a university-focused helpdesk solutions provider like Pegasi Oy entering the

Canadian market.

Moreover, much of the literature focuses on large corporations' internationalization processes
b 9

with limited emphasis on SMEs (Coviello & Munro, 1997). Given that SMEs often have



different resources, capabilities, and market entry considerations compared to larger

corporations (Ojala, 2009), there is a clear gap in the existing literature.

Given these considerations, the problem this research aims to address is to devise a
comprehensive, tailored, and context-specific theoretical framework to guide Pegasi Oy's
market entry into Canada. This framework should holistically account for the unique dynamics
of the Canadian university-focused helpdesk solutions market and the specific requirements of
SMEs like Pegasi Oy. Consequently, ensuring robust, thorough, and precise market research is
pivotal for SMEs. When these enterprises venture into new international markets, a nuanced

and comprehensive understanding of these markets is essential.

1.3 Aim of the Study and Research Question

The fundamental objective of this research endeavour is to curate a robust theoretical
framework, designed to aid an enterprise operating within the domain of university-focused
helpdesk solutions, specifically Pegasi Oy, in facilitating a successful entry into the Canadian
market. This theoretical framework is designed to be flexible, adaptive, and robust enough to
incorporate the distinctive attributes of the Canadian university sector and cater to the unique
demands of small-to-medium enterprises (SMEs) such as Pegasi Oy. This research study is

anchored by the primary research question:

"How to conduct qualitative market research to open the market for a university-focused

helpdesk solutions provider at the initial stage, to enter the Canadian market?"

To effectively deconstruct this overarching research question into sub-questions, promoting an
in-depth exploration of each element, the study further subdivides the main question into the

following research sub-questions:

e What is the current planning situation of the university-focused Helpdesk solutions

provider?



e How are the main external factors affecting the Canadian market for a university-
focused helpdesk solutions provider?

e How can a university-focused helpdesk solutions provider find potential customers in
Canada and learn their needs and preferences?

e How to conduct qualitative market research to open the market for a university-focused

helpdesk solutions provider in Canada?

By attempting to address these research sub-questions, this study expects to generate valuable
insights pertaining to the implementation of a rigorous framework to conduct qualitative
market research. By demonstrating the effectiveness of the proposed theoretical framework
within the context of Pegasi Oy, this study aims to contribute to the academic discourse on

market research, while offering practical implications for the industry.

1.4 Definition of the Key Concepts

Qualitative Market Research: An exploratory research methodology that seeks to understand

concepts, opinions, or experiences through non-numerical data analysis (Patton, 2002).

Helpdesk Solutions: Software solutions designed to streamline customer service and support
functions by providing a centralized system for managing customer incidents and requests

(Wallwork, 2014).

University-focused Helpdesk Solutions: Specialized software applications or systems designed
to provide customer support and helpdesk services specifically tailored for the university or

academic context (Pegasi Oy, 2023).

Market Entry: The process of a company venturing into a new market, involving understanding
market dynamics, identifying competitors, and establishing a presence through different

strategies (Glowik, 2016).
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Canadian University Sector: The network of public and private universities and higher
education institutions in Canada, represents the primary target market for Pegasi Oy's proposed

entry.

Theoretical Frameworks: Specific perspectives or lenses used to examine a research question.
In this study, several theories, including SWOT, PESTEL, Porter's Five Forces, the Diffusion

of Innovations Theory, and the Jobs-to-be-Done Theory, have been used.

Thematic Analysis: A method for identifying, analyzing, and reporting patterns (themes) within
data (Braun et al., 2019; Campbell et al., 2021).

SME (Small-to-Medium Enterprises): Businesses whose personnel numbers fall below certain
limits. They play a crucial role in the world economy and are the primary drivers of

employment and growth (Ojala, 2009).

Software Industry: The part of the computer industry that develops and markets software
products (McNaughton, 1996).

1.5 Delimitations

This research is delimited to the exploration of software-based Helpdesk solutions specifically
targeted for university settings. While there are various sectors where Helpdesk solutions are
applicable, such as corporate environments, healthcare, or public administration (Wallwork,

2014), this study focuses exclusively on the university context.

The geographical focus of this research is also a delimitation; it is primarily concerned with
market entry into the Canadian university sector. Therefore, cultural, regulatory, and market
conditions unique to Canada are predominantly discussed. While some generalizable insights

might be obtained, the specific findings may not apply directly to other geographical markets.
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Additionally, the research methodology employed, which includes a SWOT analysis of Pegasi
Oy, and qualitative interviews, places certain delimitations on the study. The conclusions and
findings are dependent on the information collected through these methods and might not be

entirely applicable to different research setups or methodologies.

Moreover, the research does not cover the entire spectrum of strategic management theories.
The chosen theoretical concepts, such as SWOT, PESTEL analysis, Porter’s Five Forces,
Diffusion of Innovations Theory, and Jobs-to-be-Done Theory, guide the strategic market
analysis conducted in this research. Other strategic theories might offer alternative viewpoints

or insights that are not addressed in this study.

Lastly, the research does not go into depth on the technical aspects of Helpdesk solutions or
detailed product development considerations or through market research. It instead focuses on
market analysis to build a framework by practical application of selected theories to the case
of Pegasi Oy entering the Canadian university sector. Technical aspects, such as software

coding, design, and detailed feature specifications, are outside the scope of this thesis.

1.6 Structure of Study

This study i1s organized into seven chapters to facilitate a logical progression through the

research and ensure the comprehensive presentation of the findings.

Chapter 1: Introduction - This chapter introduces the background of the study, outlines the
problem statement, presents the aim of the study and research questions, defines key concepts,
discusses the delimitations of the research, and finally provides an overview of the structure of

the thesis.

Chapter 2: Understanding the Helpdesk Solutions and the Role of Market Research in New

Market Entry - In this chapter, a comprehensive review of the existing literature related to
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market research and new market entry and Helpdesk solutions is provided. This chapter is

crucial in providing a theoretical foundation for the research.

Chapter 3: Building the Theoretical Framework for Qualitative Research - This chapter
presents the theoretical models and concepts adopted for the research, including the SWOT
analysis, PESTEL analysis, Porter's Five Forces, Diffusion of Innovations Theory, and the
Jobs-to-be-Done Theory. The process of application of these models and theories is discussed

in relation to the research context.

Chapter 4: Research Design and Methodology - Here, the research design and methodologies
used to collect and analyse data are discussed. The chapter outlines the case study approach

and qualitative interviews as well as the methods for data analysis.

Chapter 5: Findings - In this chapter, the findings from the primary and secondary data
collection are presented. This includes the results of the interviews, focus groups, and the case

study of Pegasi Oy.

Chapter 6: Discussion - This chapter includes a discussion of the findings in relation to the
theoretical framework. The insights derived from the data analysis are synthesized and

presented in the context of the research questions and objectives.

Chapter 7: Conclusion - The final chapter concludes the research, providing an overview of the
main findings, practical implications, theoretical contributions, limitations, and suggestions for
future research. The chapter concludes with a final evaluation of how the research questions

were addressed, and the extent to which the research objectives were fulfilled.

By following this structure, the thesis presents a comprehensive examination of how a
university-focused Helpdesk solutions provider can conduct qualitative market research for its

market entry into the Canadian university sector at the initial stage.
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CHAPTER 2: Understanding the Helpdesk Solutions and the Role of Market Research
in New Market Entry

The second chapter of this thesis digs into the world of university-focused helpdesk solutions,
examining their role in defining the IT environment in academic institutions. It emphasizes the
importance of market research in business, particularly in negotiating the intricacies of new
market entry. The chapter also discusses the need for a customized approach to market research
technique selection in capturing the specific characteristics of the chosen market. This chapter
lays a solid foundation for the examination of entering a new market within the specific context
of university-focused helpdesk solutions, with a special focus on the intersection of these

factors.

2.1 Understanding University-focused Helpdesk Solutions

University-focused helpdesk solutions are specialized software tools that aim to provide a
single point of contact to help universities manage, track, and resolve various types of issues.
These issues can range from technical problems related to computer systems and software to
non-technical matters such as queries about services, facilities, or academic affairs. The
ultimate goal is to streamline the process of issue resolution, improving efficiency and customer

satisfaction (Ripmiatin and Fitriati, 2015).

The complexity of a university's operations necessitates the use of such solutions. Universities
are multifaceted organizations with numerous departments, faculty, staff, and students, all of
whom require varying levels of support (Black and Larsson, 2004). The intricacy of this
environment is further amplified by the technological advancements that dominate modern
education. Consequently, the need for an effective, robust, and efficient helpdesk solution

becomes imperative (Ripmiatin and Fitriati, 2015).

University-focused helpdesk solutions often have features specifically tailored to the needs of
the academic sector. These include but are not limited to, IT ticketing systems, asset

management, knowledge base creation, self-service portals, and remote assistance capabilities.
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They are designed to be user-friendly, scalable, and flexible to meet the diverse needs of a

university (Sinnett and Barr, 2004).

Understanding these solutions in depth is the first step for a provider looking to venture into a
new market. Knowing the intricacies of these tools, their functionality, and their value to
universities can help in comprehensively comprehending the market landscape (Fitrani and
Ginardi, 2019). This understanding can assist in highlighting the unique features and benefits
of the product.

The next section will look at the function of market research in promoting new market entrance,

with a particular emphasis on university-focused helpdesk solutions.

2.2 The Role of Market Research in Business Perspective

Market research plays a critical role in business decision-making, as it enables companies to
identify opportunities and potential problems in the market, better understand customer needs
and preferences, reduce risk and uncertainty, and optimize marketing strategies. As highlighted
in the problem statement, SMEs, when considering international expansion, must ensure they
are grounded in accurate market insights. This section will discuss the various ways in which

market research contributes to business success.

Market research entails the methodical acquisition and examination of data to guide business
choices and mitigate potential risks within the industry (Hague, Hague and Morgan, 2004).
Market research encompasses various aspects (Sarstedt and Mooi, 2019) and there should be a
well-articulated objective (Hague et al., 2004). It can refer to the process through which we
obtain a deeper understanding of market dynamics. Additionally, market research can represent
a specific function within an organization, or it may pertain to the results of research activities,
such as a customer purchase database or a report that provides strategic suggestions (Sarstedt

and Mooi, 2019). This enables the comprehension of the requirements, behaviours, and
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perspectives of customers, potential customers, suppliers, organizational members, employees,

voters, etc (Hague et al., 2004).

The necessity for well-founded and dependable data-driven decision-making becomes crucial
when substantial financial investments are at stake and the consequences of failure are
significant. It is essential for businesses operating in vast or global markets, which are
constantly evolving, to avoid relying on unreliable or intuitive methods for making choices
(Hague et al., 2004). Incurring an incorrect decision may lead to declining sales and profits,
subsequently causing the loss of numerous employment opportunities and a substantial
decrease in the company's share value, amounting to millions of dollars (Hague et al., 2004).
Therefore, Market research serves the critical function of minimizing business risks in these

situations (Hague et al., 2004).

Managers are required to possess a fundamental understanding of their operating markets when
making business decisions daily. As companies venture beyond their home territories into new
markets, they need unbiased and accurate insights to guide their substantial investments
(Hague, Hague and Morgan, 2004). A prevalent strategy among numerous companies is to
conduct extensive market research, as they believe it can substantially reduce the risk of failure
in their business ventures (Trott, 2001). Also, Market research can offer a significant advantage
in the creation of innovative products (Trott, 2001). In the context of numerous multi-product
organizations, market research appears to be employed based on conventional methods while

also acting as a protective measure (Trott, 2001).

Moreover, Marketing research serves as an essential element in numerous marketing
frameworks. Within Igor Ansoff's product-market matrix, four business scenarios arise,
depending on the familiarity of the market being targeted and the novelty of the product or
service being offered (see the figure 1). In each of these four situations, market research plays

a crucial role (Hague et al., 2004).
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Figure 1: Ansoff and market research (Hague et al., 2004)
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Figure 2: Market research in the product/service life cycle (Hague et al., 2004)

In Theodore Levitt's product life cycle model, market research assumes a significant role

throughout every stage of the process (Figure 2) (Hague et al., 2004).
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The four pillars of marketing, encompassing Product, Price, Place, and Promotion, necessitate

market research to gain insights into their respective functions and operations (Hague et al.,

2004).

Product

Market research can test
attitudes to products by
describing them or
showing them in focus
groups and hall tests, or
placing them in the home
and workplace

Price

Market research can
show how much people
value products and
indicate an optimum price

Place

This is the distribution
part of the marketing
equation, and market

research can help plan

the most effective route
to market

Promotion

Market research can
help in all aspects of
promotion from
developing ideas for the
adverts through to testing
which advert is most

effective

Figure 3: Market research in the four Ps (Hague et al., 2004)

Market research is used not solely for business decisions but also extensively in areas such as
political marketing through opinion polls, addressing social concerns, informing policy

making, and managing personnel via employee attitude surveys (Hague et al., 2004).

2.3 Importance of market research Method Selection for New Market Entry

The global institution for market, consumer, and societal research, ESOMAR, characterizes
market research as a structured collection and elucidation of data concerning both individuals
and organizations. This process employs the quantitative and qualitative methodologies
inherent in the applied domains of social, behavioral, and data sciences. The primary objective
of such research is to provide valuable insights, thereby facilitating informed decision-making
for producers of products and services, governmental bodies, non-governmental organizations,
and the broader populace (ICC/ESOMAR 2016). ESOMAR definition focuses on the process.

In this study, we focus on the process and, thus, on market research (Sarstedt and Mooi, 2019).
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Market research is a critical process that businesses undertake to gain insights into their target
audience and the competitive landscape, especially when entering new markets (Hague et al.,
2004). It enables businesses to gather information about the market, customer needs,
preferences, and behaviour, as well as the competition, to make informed decisions about
product development, pricing, promotion, and distribution (Saunders, Lewis & Thornhill,
2012). Market research is a continuous process that helps businesses stay competitive and

responsive to changing market dynamics (Hague et al., 2004).

The choice of proper research methodologies that are in line with the study's goals and its
research challenge is one of the most important components of market research. To guarantee
the precision, dependability, and applicability of the data gathered, it is essential to select the
appropriate methodology. According to Saunders, Lewis, and Thornhill (2012) and (Hague et
al., 2004), the research methodology should be suitable for the kind of data needed, the sample
size, the time and financial restrictions, and the degree of competence needed to carry out the
study. The study topic and the expected results should be considered while choosing the
methodology.

There are various market research methods available, each with its strengths and limitations,
depending on the research objectives and the type of data required (Saunders et al., 2012).
Some of the most used methods include surveys, focus groups, interviews, observational
studies, and experiments (Hague et al., 2004). By choosing the right method, businesses can
gain meaningful insights that can inform their decision-making and help them develop effective

marketing strategies that resonate with their target audience.
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CHAPTER 3: Building the Theoretical Framework for Qualitative Research

This chapter examines a comprehensive analysis of the literature pertinent to venturing into a
new market, particularly for a university-focused helpdesk solutions provider. The chapter
unfolds by critically evaluating the using a SWOT analysis. Utilizing a broad range of scholarly
literature, the significance and methodology of a SWOT analysis in assessing an organization's
current internal and external circumstances are examined, setting the groundwork for a

successful market entry strategy.

Moving forward, the focus is placed on the wider context of the new market. Drawing from a
rich pool of academic sources, the chapter uses the PESTEL framework and Poter’s Five forces
model to analyze the broader environmental factors and key stakeholders that can potentially
influence the provider's market entry. In parallel, this chapter navigates through the realm of
identifying potential customers in the new market by diving deep into the Diffusion of
Innovations Theory and Jobs-to-be-Done Theory. The academic discourse surrounding these
theories is examined to glean insights into how potential customers can be identified and their

needs and preferences better understood.

The chapter concludes by integrating the insights garnered from the literature review into a
comprehensive theoretical framework. This framework encapsulates the key dimensions of a
university-focused helpdesk solutions provider's foray into a new market, thus laying a robust

theoretical foundation for empirical research to follow.

3.1 Understanding the Current Planning Situation.

As part of our literature review, the critical process of understanding the planning situation for
a university-focused Helpdesk Solutions provider exploring a new market has been discussed.
Existing works highlight the importance of this phase in comprehending market dynamics,

evaluating organizational readiness, and identifying strategic positioning.
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Subsequently, this will discuss the merits of conducting a SWOT analysis, a strategic tool
frequently cited in the literature for its comprehensive nature and usability in various business
scenarios. This analysis, encapsulating the Strengths, Weaknesses, Opportunities, and Threats
of an organization, offers valuable insights into the strategic planning process, as documented

in academic papers and business case studies.

In the context of this literature review, the understanding of the planning situation not only
provides theoretical underpinnings to this research but also paves the way for empirical
investigations. By reviewing how businesses have utilized SWOT analysis in similar scenarios,
we aim to generate conclusions that will inform the understanding of market exploration for

university-focused Helpdesk Solutions.

3.1.1 SWOT Analysis to Understand the Company and its Background.

This sub-section examines the principles of SWOT analysis and its role in the comprehensive
understanding of a company's fundamental competencies and the external environment it
operates. Below the chapter discusses the theoretical aspects of SWOT and where it is

practically applied in internationalization processes.

The SWOT (Strengths, Weaknesses, Opportunities, and Threats) analysis is a well-established
and widely used tool in the realm of strategic management. Initially developed in the 1960s,
this model offers an efficient and versatile framework to evaluate an organization's internal and

external environmental factors (Humphrey, 2005).

Internally, the SWOT analysis focuses on the 'Strengths' and 'Weaknesses' of an organization.
These elements are intrinsic to the company and can be varied, ranging from tangible resources
such as financial capital or technology, to intangible assets like brand equity or organizational
culture (Pickton and Wright, 1998). Strengths are the aspects that a company can leverage to
gain a competitive advantage, while weaknesses are the areas that require improvement or

strategic attention.
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The process of identifying an organization's strengths and weaknesses involves an in-depth
understanding of its core competencies. According to Pickton and Wright (1998), these
competencies might encompass technical know-how, managerial abilities, or strategic thinking
within the company. This meticulous internal analysis allows organizations to fully understand
their inherent capabilities and leverage their strengths, while simultaneously addressing and
working to reduce the impact of identified weaknesses. It promotes efficient resource allocation

and encourages strategic decision-making that aligns with the company's strengths.

Externally, 'Opportunities' and '"Threats' encapsulate elements of the market or broader business
environment that can impact the organization's strategic trajectory (Helms and Nixon, 2010).
Opportunities can be viewed as favourable conditions or trends in the market that an
organization can exploit for its benefits, such as technological advancements, changes in
consumer preferences, or gaps in the market. On the other hand, threats may include

unfavourable regulatory changes, economic downturns, or increasing competition.

Helms and Nixon (2010) stress the importance of analyzing these external factors as they often
influence the organization's operations and overall business strategy. By understanding these
opportunities and threats, organizations can proactively adapt their strategies to exploit market
conditions or changes in the environment, while also preparing contingency plans to mitigate

potential threats.

As part of its strategy to enter the Chinese market, Starbucks conducted a SWOT analysis to
analyze the current status. The analysis highlighted strengths, including strong brand
recognition and high-quality products, which could aid market penetration. However, high
prices, particularly in comparison to local alternatives, were a significant weakness. The
analysis also spotlighted opportunities, such as the growing middle class and their increasing
acceptance of Western lifestyles, which could translate into a growing customer base for
Starbucks. Yet, threats were also evident, including strong competition from tea-based
beverages and local coffee shops, potentially significant barriers given China's tea-drinking

culture and existing coffee market competition. These insights from the SWOT analysis were
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instrumental in formulating a strategic approach to entering and expanding within the Chinese

market (Geereddy, 2013).

Another example is Harley-Davidson's SWOT analysis to gain a comprehensive understanding
of its internal and external environment, essential for strategic planning for its
internationalization. It optimized internal strengths such as its global presence, diverse product
portfolio, strong online presence, and organizational culture while addressing internal
weaknesses like poor inventory management and insufficient R&D investment. Concurrently,
it seized opportunities from external factors, including globalization, rising living standards,
and the booming e-commerce trend. Threats such as stricter regulations, increased competition,
and cultural diversity issues were also considered. Despite the limitations of SWOT analysis,
it was pivotal for Harley-Davidson to inform its strategic decisions for international expansion

(Byrne, 2018).

3.2 Understanding a New Market

This section presents literature for the exploration of a new market and its associated product
from multiple angles. Mainly this study is using PESTEL analysis and Poter’s Five Forces
framework to analyze the new market’s dynamics and provide a clearer picture of who the
stakeholders are and how they might interact with or be impacted by the product. By assessing
both external conditions and stakeholder dynamics, a more holistic understanding of the new
market and its associated product can be achieved. This literature will be an important fact to

understand the concepts and how they were used by the previous studies.

3.2.1 External Environment (PESTEL)

The PESTEL framework is a holistic approach that allows organizations to scan their external
environment to understand how each factor - Political, Economic, Social, Technological,
Environmental, and Legal - may influence their operations and overall competitiveness (de
Sousa and Castafieda-Ayarza, 2022). It is not only an analytical tool but also an essential

strategic framework that aids in decision-making and planning.
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Political
Factors

Figure 4: PESTEL Analysis framework (StudiousGuy, 2018)

In the realm of political factors, the PESTEL framework encourages organizations to consider
the impact of government policies and regulations on their operations. This could encompass
the potential effects of political stability or instability, international relations, and policy
changes. Organizations need to be agile in their response to these often-unpredictable factors,
demonstrating the flexibility and foresight to deal with potential shifts in the political landscape
(de Sousa and Castafieda-Ayarza, 2022). In fact, the framework assists in navigating through

political complexities and formulating strategic decisions accordingly (Song et al., 2017).

On the economic front, considerations include elements like economic growth trends, inflation,
exchange rates, and interest rates (Srdjevic et al., 2012). These factors have a direct bearing on
the economic health and viability of businesses, influencing vital aspects like pricing, demand,
supply, and profitability. The PESTEL framework enables businesses to factor in these
economic aspects in their strategic planning, thereby enhancing their ability to navigate

economic fluctuations.

Social factors such as cultural nuances, demographic trends, societal attitudes, and lifestyle

changes also come into play within the PESTEL analysis (Srdjevic et al., 2012, Song et al.,
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2017). These elements can significantly impact consumer behavior, market trends, and
organizational dynamics. They are particularly crucial in sectors like tourism and healthcare,
where social factors significantly influence demand and service delivery. But this cannot be

ignored even in the software industry as this can be related in many ways.

Technological factors include the pace of technological innovation, adoption rates, and the
impact of technology on industry processes (Srdjevic et al., 2012, de Sousa and Castafieda-
Ayarza, 2022). In today's digital era, the rapid advancement of technology and its integration
into various business processes is a crucial factor that organizations need to consider. It not
only influences the operational efficiencies but also shapes the competitive landscape of

industries.

Environmental factors in the PESTEL framework underscore the growing importance of
sustainability and environmental responsibility in business operations (Srdjevic et al., 2012, de
Sousa and Castafieda-Ayarza, 2022). These encompass issues such as climate change, natural
disasters, and broader environmental policies that can impact an organization's operations.
Given the rising global consciousness about environmental sustainability, businesses need to
adopt environmentally friendly practices, aligning their operations with global sustainability

goals.

Legal factors cover the implications of existing and potential laws and regulations on the
business (Srdjevic et al., 2012). This includes labor laws, consumer laws, health and safety
regulations, and other legal requirements pertinent to the operation of the business. The legal
landscape is continually evolving, and organizations must stay abreast of these changes to

ensure legal compliance and mitigate any legal risks.

The comprehensive nature of the PESTEL framework provides organizations with a multi-
faceted overview of their external environment, aiding them in making informed strategic
decisions. It's application has been widely recognized across a variety of industries, from

healthcare and tourism to automotive and energy. For instance, in Foreign Direct Investment



25

(FDI) decision-making, the PESTEL framework was utilized to analyze the investment climate
in Thailand, focusing on understanding these external factors when making decisions about
FDI (Huang and Chen, 2014). Similarly, in the automotive industry in Brazil, the PESTEL
framework was used to navigate through challenges related to economic instability, social
inequality, environmental sustainability, and labour regulations (de Sousa and Castafieda-

Ayarza, 2022).

Despite its comprehensive nature and wide applicability, the PESTEL analysis does have
limitations. Conducting a thorough PESTEL analysis can be time-consuming and resource-
intensive (Srdjevic et al., 2012). It requires a meticulous gathering of information from various
sources, considering political, economic, social, technological, environmental, and legal
factors affecting an organization (Song et al., 2017). Furthermore, it may necessitate the
involvement of a variety of stakeholders or experts to ensure a holistic understanding of the
external environment. This could mean engaging political analysts, economists, sociologists,
technology experts, environmental scientists, and legal experts. Therefore, an organization
must weigh the cost-benefit trade-off while deciding on the depth and breadth of the PESTEL

analysis.

Moreover, the dynamic nature of the external macro-environment is a considerable challenge
to the usefulness of a PESTEL analysis. Because external factors are constantly changing, the
results of a PESTEL analysis can quickly become outdated (Srdjevic et al., 2012). As seen in
the context of foreign direct investment, changes in any of the PESTEL factors - for example,
a new political regime, an economic crisis, a social movement, a breakthrough technological
innovation, an environmental catastrophe, or a significant change in law - can drastically
change the investment landscape (Huang and Chen, 2014). Consequently, organizations must
regularly update their PESTEL analysis to ensure that their strategies remain aligned with the

external environment.
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3.2.2 Key Stakeholders (Porter’s five forces framework)

Porter's Five Forces framework, developed by Michael Porter, is a widely recognized tool for
analyzing the competitive forces within an industry and assessing its attractiveness and
profitability (Porter, 1979). The framework provides a systematic approach to understanding
the dynamics of competition and helps firms identify their position in the market. This literature
review explores the theory, origin, elements, applications, limitations, and contemporary

relevance of Porter's Five Forces framework.

Theory and Origin: Porter's Five Forces framework was introduced by Michael Porter in 1979
and was published in the Harvard Business Review. The framework is rooted in the industrial
economics or industrial-organizational (IO) approach, which emphasizes the influence of

market structure on firm behaviour and performance (Porter, 1979).

FElements of Porter's Five Forces:

Threat of New Entrants: This element assesses the barriers to entry for new firms in an industry.
Entry barriers include economies of scale, product differentiation, capital requirements, access
to distribution channels, and government regulations. The threat of new entrants affects the

existing firms' market share and profitability (Porter, 1979).

Bargaining Power of Suppliers: This element examines the power suppliers hold over firms in
an industry. Suppliers with strong bargaining power can influence pricing, quality, and
availability of inputs. Factors that affect supplier power include supplier concentration,
differentiation of inputs, switching costs, and the importance of the supplier's product to the

firm (Porter, 1979; Slater & Olsen, 2002).

Bargaining Power of Buyers: This element evaluates the influence buyers have over firms in
an industry. Buyers with strong bargaining power can demand lower prices, higher quality, or

better terms. Factors affecting buyer power include buyer concentration, switching costs,
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availability of substitutes, and the importance of the firm's product to buyers (Porter, 1979;
Slater & Olsen, 2002).

The threat of Substitute Products or Services: This element assesses the availability of
alternative products or services that can fulfil the same customer needs. The presence of
substitutes can limit the pricing power and profitability of firms. Factors influencing the threat
of substitutes include price-performance trade-offs, switching costs, and buyer propensity to

substitute (Porter, 1979).

Applications in Different Industries: Porter's Five Forces framework has been applied in
various industries to analyze competitive dynamics and guide strategic decision-making. For
example, in the airline industry, intense rivalry among existing competitors, high barriers to
entry, and strong buyer power have shaped the competitive landscape (Porter, 2008). In the
automotive industry, buyers' power, particularly in the form of price sensitivity and low
switching costs, has influenced the relationships between automakers and consumers (Porter,

2008).

Empirical studies have also utilized the framework to assess industry attractiveness and its
impact on firm profitability. Research has shown that approximately 20% of a firm's
profitability can be attributed to the structural characteristics of its industry (Rumelt, 1991;
McGahan & Porter, 1997). Furthermore, industry profitability has been found to influence
firms' diversification strategies, with less profitable industries leading to increased

diversification (Stimpert & Duhaime, 1997).

Limitations and Contemporary Relevance: While Porter's Five Forces framework has been
highly influential, it has certain limitations. The framework assumes relative stability in market
structure and does not fully account for the impact of dynamic factors such as technological
advancements and changes in customer preferences (Teece, 1986). Additionally, the framework
may not fully capture the complexities of globalized markets and the influence of institutional

factors in developing economies (Narayanan & Fahey, 2005).
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Despite its limitations, Porter's Five Forces framework remains relevant in today's business
environment. It provides a structured approach for analyzing industry dynamics and identifying
sources of competitive advantage. Moreover, the framework can be adapted and complemented

with other analytical tools to enhance strategic decision-making.

Porter's Five Forces framework has significantly contributed to our understanding of industry
dynamics and competitive strategy. By analyzing the forces of competition within an industry,
firms can identify key opportunities and challenges. The framework's applications across
various industries and empirical studies have provided valuable insights into the determinants
of industry attractiveness and firm profitability. However, it is essential to recognize the

framework's limitations and adapt it to the specific context of each industry and business

environment.
Potential
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Figure 5: Porter’s Five Forces framework (Baburaj and Narayanan, 2016)
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3.3 Understanding Potential Customers of a New Market.

This section is looking into key theoretical frameworks to comprehend potential customers in
novel markets. It encapsulates how market segmentation and customer adoption trends can
guide the identification of potential customers. Furthermore, it stresses the importance of
discerning customer needs and preferences, to strategize the design and provision of new
products or services effectively. By merging these perspectives, this section aims to provide a
well-rounded understanding of consumer behaviours in a new market, offering a robust

theoretical foundation for effective market entry strategies.

3.3.1 Identifying Potential Customers - The Diffusion of Innovations Theory

The Diffusion of Innovations theory, originally conceptualized by E.M. Rogers in 1962, is a
fundamental framework that examines how new ideas and technologies are adopted within a
society (Rogers, 2003; Sahin, 2006). Its utility and universality extend across numerous
disciplines and sectors, attesting to its intrinsic relevance in today's rapid pace of technological

and social change (Sahin, 2006).

Rogers' ground-breaking work in the early 1960s sparked a revolution in our understanding of
how innovations permeate through various strata of society (Rogers, 2003). His theory, deeply
rooted in the sociology of change and adoption, provided valuable insights into how and why
certain innovations gain widespread acceptance while others fail to make an impact. Rogers'
initial work paved the way for numerous adaptations and extensions in diverse contexts (Sahin,

2006), thereby amplifying its reach and relevance over time.

We can identify some key components of the Diffusion of Innovations Theory as below,

understanding these would be beneficial to understand the background of the theory.
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The crux of Rogers' Diffusion of Innovations theory lies in four key components: innovation,
communication channels, time, and social system. Together, they provide a comprehensive

understanding of the diffusion process (Rogers, 2003; Sahin, 2006).

Innovation: In the realm of Rogers' theory, innovation is any idea, practice, or project that is
perceived as new by the individual or other unit of adoption, regardless of when it was
originally invented (Rogers, 2003). This perceived newness is inherently linked to the adoption
process. However, one of the primary barriers to adoption is the uncertainty surrounding the
potential consequences of the innovation. Reducing this uncertainty, through the provision of
comprehensive information about the innovation's benefits and potential drawbacks, can

enhance its adoption rates (Rogers, 2003; Sahin, 2006).

Communication Channels: The channels of communication form the second core component
of the diffusion process. They serve as the vehicles to share information about an innovation
(Rogers, 2003; Sahin, 2006). Such channels can vary widely, ranging from mass media outlets
to interpersonal interactions. While mass media can broadcast information to large audiences,
interpersonal channels often have a stronger influence in shaping individual attitudes towards

an innovation (Rogers, 2003).

Time: The role of time, the third element in the theory, is often understated. However, as Rogers
(2003) highlights, it is critical to understand the process and rate of innovation adoption. The
concept of time in diffusion research brings in a dimension that helps discern between early

and late adopters of an innovation (Rogers, 2003).

Social System: The final element of the theory, the social system, refers to the context within
which the diffusion process occurs. It is defined by Rogers (2003) as a set of interrelated units
that collaborate to achieve a common goal. The diffusion of innovations is thus influenced by
the structure and nature of this social system, and its characteristics play a pivotal role in

shaping individuals' innovativeness (Rogers, 2003; Sahin, 2006).
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The Diffusion of Innovations theory enjoys universal relevance and has found wide application

across various sectors, illustrating the flexibility and adaptability of its foundational principles.

In the realm of healthcare, for instance, the theory provides a critical lens for understanding
how new medical technologies and practices are adopted. It allows professionals to anticipate
the challenges and barriers that might hinder the successful implementation of innovative
healthcare solutions. This perspective, in turn, helps devise strategies that can facilitate the
adoption process, thereby ensuring more effective healthcare delivery and improved patient
outcomes (Berwick, 2003). Additionally, the Diffusion of Innovations theory has been
instrumental in explaining the adoption behaviour of healthcare professionals towards

telemedicine, electronic health records, and other digital health innovations (Berwick, 2003).

Similarly, in the field of education, the Diffusion of Innovations theory has been employed to
study and facilitate the integration of novel teaching methods and technologies into the
curriculum. By understanding the elements that influence the adoption of such innovations,
educational institutions can better navigate the transition towards technology-driven education.
This understanding is particularly valuable in the context of e-learning and online education
platforms, which have been gaining prominence in recent years. The theory helps to identify
the factors that encourage or discourage teachers and students from adopting these new

educational technologies, thus informing strategies for more successful integration (Sahin,

2006).

Moreover, the theory has been pivotal in the business sector, particularly in marketing and
product development. Understanding how and why consumers adopt new products or services
can significantly impact the success of a launch strategy. By leveraging the principles of the
Diffusion of Innovations theory, businesses can optimize their product introduction strategies,
predict market response, and adjust their marketing efforts to boost adoption rates (Rogers,

2003).
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Despite its widespread application, the Diffusion of Innovations theory is not without its
limitations. Valente & Davis (1999) critique the theory's oversimplification of complex human
communication networks and relationships. Furthermore, the role of opinion leaders in
accelerating the diffusion process has not been fully explored within the theory (Yadav, Prabhu,
& Chandy, 2007).

To conclude, the Diffusion of Innovations theory, despite certain limitations, continues to offer
a robust and universally applicable framework for understanding how new ideas and
technologies spread among identified customer segments. Its impact has been felt not only in
its originating discipline of sociology but also in numerous other fields. Future research should
aim to address the theory's limitations, thus further refining its utility in the complex landscape

of contemporary diffusion processes (Sahin, 2006).

3.3.2 Customer Needs and Preferences - Jobs-to-be-Done Theory

The Jobs to Be Done (JTBD) Theory is a crucial conceptual framework leveraged across
various fields, including business, social sciences, and education, to comprehend and address
specific needs that products or services should fulfil. The theory's origins can be traced back to
Christensen (1997), who coined the term while exploring disruptive innovation models. His
work provided valuable insights into understanding customers' motives to use a particular
product or service in their lives. The theory has since evolved, with Christensen (1997)
proposing three dimensions of use theory: functional, social, and emotional, further broadening

its scope.

The JTBD theory is rooted in the premise that customers hire products or services to get specific
jobs done. These jobs are essentially customer needs that arise in certain situations,
representing problems that customers need to solve (Christensen, 1997). In this context, a job'
symbolizes a task or a need that a customer encounters in a given circumstance. Customers
employ products or technological solutions as means to an end, considering them tools to solve
their issues (Ulwick, 2005). The products or services they utilize are independent of the

solutions and their design, allowing customers to employ different offerings to complete the
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same job. Therefore, the focus of value creation shifts from the product to the job that it

accomplishes (Bettencourt and Ulwick, 2008).

These instances serve as a testament to the efficacy of Diffusion of Innovation (DOI) principles
in facilitating the successful adoption of novel IT commodities. Early adopters play a
significant role, as do efforts to inspire trial usage, cultivate relationships with influential
individuals, and tap into referral networks. Such strategies can substantively bolster the

prospects of a new product's success in the market (Chau & Lung Hui, 1998).

A compelling case of this is Dropbox, a provider of cloud-based storage services, which
significantly accelerated its user base growth through a referral strategy. The company offered
both the referrer and the referred users complementary extra storage space. This strategy was
a resounding success, leading to a substantial increase in Dropbox's user base, from 100,000 to

over 4 million within a span of 15 months (Chau & Lung Hui, 1998).

In the context of promoting new software adoption, DOI can be leveraged strategically by
targeting a specific demographic - those with considerable prior experience, advanced technical
aptitude, and expansive social networks. Further, fostering relationships with educational
institutions and encouraging users to advocate for the software by sharing their positive
experiences and benefits could increase the potential for customer conversion (Ortt et al.,

2017).

This strategy's efficacy is clearly illustrated by Slack, a collaborative communication platform.
It effectively used a freemium model to stimulate early adoption. Despite offering limited
features, the free version enabled trial usage and promoted sharing within professional
networks. Once habituated to the platform, users were inclined to opt for the paid version,
which provided a broader feature set. This methodology contributed to Slack's meteoric user

growth from 15,000 to over 1 million within merely 8 months (Chau & Lung Hui, 1998)
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When applied to the internationalization process, the JTBD theory provides a roadmap to
understand and cater to customer needs across different markets. Customers' needs, determined
by the outcomes they desire, become the starting point to develop a value proposition for
product-service systems (PSS) in international markets (Smith, 2015). JTBD theory allows
businesses to identify the needs to be satisfied in different markets, enabling them to tailor their

offerings accordingly (Bettencourt and Ulwick, 2008).

The JTBD theory, with its focus on the jobs that products or services are hired to do, offers a
fresh perspective on understanding and predicting innovation. However, it is worth noting that
while the functional dimension is straightforward, the social and emotional dimensions are
subjective and vaguer in definition. These dimensions can vary greatly among different
individuals and cultures, especially in the context of internationalization, adding complexity to
understanding and satisfying customer needs (Picciano, 2019). Despite these challenges, the
JTBD theory provides a strong foundation for businesses to innovate and grow by helping them

focus on the right problems - the jobs to be done (Ulwick, 2005).

3.4 Theoretical Framework

In the context of many definitions for a theoretical framework, a distilled meaning emerges as
an explanation of how various components operate. The origin, scope, and influence of these
explanations may differ, yet all connect to the central aim of comprehending specific
phenomena (Collins and Stockton, 2018). Theoretical frameworks, comprising empirical or
semi-empirical theories about social and psychological processes at multiple levels, such as
grand, midrange, or explanatory, can be applied in comprehending diverse phenomena (Collins
and Stockton, 2018, pp 2-5). At present, the application of theory in qualitative methods
involves (1) explaining epistemological dispositions, (2) recognizing the rationale for
methodological decisions, (3) developing theory based on research findings, and (4) a guide or

framework for the study (Collins and Stockton, 2018).

To avoid finding vague and random outcomes not connected to the research question, this study

defines theoretical parameters that will help in understanding the phenomenon being
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investigated. The main research topic, " How to conduct qualitative market research to open
the market for a university-focused helpdesk solutions provider at the initial stage, to enter the
Canadian market?" is divided into two main questions: " How to conduct qualitative market
research to open the market for a university-focused helpdesk solutions provider?" and " How
can a university-focused helpdesk solutions provider enter the Canadian market at the initial
stage?". As there are several theories about the methods for carrying out market research and
for entering a new market, this study aims to create a more extensive understanding of these

areas by using several theories of market research and internationalization strategies.

The study investigates market research methods and the market research method selection. The
market research methods and the elements identified in the literature are outlined in the
following theoretical framework as the primary guiding structure. The first part of the research
question, concerning the method for carrying out market research, will be addressed through
the data collection methods, and data analysis techniques for a university-focused helpdesk
solutions provider looking to enter a new market. The selection of primary and secondary
research methods will be of particular interest, as well as the benefits and limitations of
qualitative, quantitative, and mixed methods approaches. The goal of this is to find out the
answer to the first part of the research question (i.e., How to conduct qualitative market research

to open the market for a university-focused helpdesk solutions provider?).

The study also provides an analytical basis for making strategic decisions related to product
concept, target country analysis, segmentation, selection of entry mode or channels, etc. which
are crucial elements of an internationalization strategy. These theories will include the SWOT
analysis to understand the current planning situation by understanding the company's internal
and external facts in the current market, the PESTEL model for analysing the external
environment (political, economic, social, technological, Environmental, and legal factors),
Porter’s Five Force Model for analysing External factors relating to key stakeholders. The
elements in Part II answer the second part of the research question (... and how to enter the
Canadian market for a university-focused Helpdesk solutions provider?). The elements of the
theoretical framework are updated and introduced as a revised theoretical framework in the

Discussions section based on the findings.
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By understanding what the method is for carrying out market research, the study is able to find
a better understanding of how to enter the Canadian market for a university-focused Helpdesk
solutions provider. By incorporating relevant theories in empirical findings, the study aims to
deliver a comprehensive understanding and provide insights into the most suitable market
research methods, and well-established framework for entering the Canadian market for a

university-focused helpdesk solutions provider by conducting qualitative market research.

Current Planning External Factors Find Potential
Situation of the in Canadian Customers and

Company Market their Needs

v’ SWOT Analysis V' PESTEL Analysis v' The Diffusion of
v" Porter’s five forces Innovations Theory
framework v Jobs-to-be-Done
Theory

How to conduct qualitative market research to open the market for a
university-focused helpdesk solutions provider in Canada?

Figure 6: The theoretical framework

In this Study, it uses the mentioned theories specifically because of their widespread application
and recognition in strategic market decision-making, especially in contexts like Pegasi Oy's
objectives. These theories not only provide a robust methodological foundation but also align
seamlessly with the unique challenges faced by SMEs like Pegasi Oy when considering
international market expansion (Humphrey, 2005; de Sousa and Castafieda-Ayarza, 2022;

Baburaj and Narayanan, 2016; Sahin, 2006; Christensen, 1997).
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The nuances of an SME like Pegasi Oy venturing into a new international market are
multifaceted. The selected theories cater to these distinctions by providing frameworks that not
only help in understanding external environments but also in assessing internal capabilities,
ensuring a strategic alignment with the firm's objectives. While there are numerous theories in
the domain of market research and internationalization, the ones chosen for this study offer
comprehensive insights. They don't just touch the surface but delve deep into critical areas,
thereby ensuring that the research leaves no stone unturned. For example, for the understanding
of stakeholder environment extensively this study is using Poter’s five forces model other than

3C model.

Flexibility for SMEs: SMEs like Pegasi Oy possess unique characteristics - they are nimble but
might not have the vast resources of a large multinational. The chosen theories allow for
flexibility in approach, ensuring that SMEs can tailor strategies based on their specific strengths
and constraints, as opposed to adopting a one-size-fits-all model (Humphrey, 2005; de Sousa

and Castafieda-Ayarza, 2022; Baburaj and Narayanan, 2016; Sahin, 2006; Christensen, 1997).
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CHAPTER 4: Research Design and Methods

This chapter scrutinizes the detailed steps and complex processes instrumental in the execution
of the research project. It primarily focuses on elucidating the research methodologies used,
shedding light on how they contributed to achieving a profound comprehension of the
investigation's subject matter. By providing an in-depth account of the research design, the
nature of data to be collected, the procedure for data collection and analysis, and strategies to
confirm the reliability and validity of the results, this chapter aims to uphold the research's
transparency and ability to be replicated. Through a lucid and succinct representation of these
methods, it seeks to assure the readers of the systematic and comprehensive approach applied

in this study.

4.1 Research Approach

Building a coherent research method requires a well-structured research philosophy that unites
all chosen techniques (Eriksson and Kovalainen, 2011). This study is based on the ontological
belief that every phenomenon can be interpreted through multiple realities (Speziale and
Carpenter, 2003). This approach probes the behaviours, patterns of interaction, meanings,
values, and lived experiences of carefully selected individuals and groups within their unaltered

environment (Kitto, Chesters, and Grbich, 2008).

In the social sciences, research design can be bifurcated into three distinct approaches:
deductive, inductive, and abductive (Mantere and Ketokivi, 2013). Deductive methodologies
are theory-driven, favouring the testing of established or accepted phenomena in an objective
fashion (Hurley et al., 2021; Mantere and Ketokivi, 2013). Conversely, the inductive technique
is a process of exploration that collects evidence, identifies patterns and forms a theoretical
hypothesis to explain the findings (Gioia, Corley, and Hamilton, 2012; Hurley et al., 2021;
Mantere and Ketokivi, 2013).
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Abductive research, bridging the gap between inductive and deductive methodologies, engages
both theoretical understanding and empirical evidence without being solely data or hypothesis-

driven (Coffey and Atkinson 1996; Tavory and Timmermans 2014; Hurley et al., 2021).

Given that this study's objective is to reveal fresh and relevant insights into conducting
qualitative market research to open the market for a university-focused helpdesk solutions
provider at the initial stage, the abductive approach is selected. This approach tests an accepted
theory but does not extensively depend on them (deductive approach) and builds a generalized
conclusion based on observed or known data (inductive approach) (Merriam-Webster, 2022).
Instead, the primary aim is to derive the most plausible and logical explanation for a

phenomenon, which aligns perfectly with this research's objectives.

The methodological framework will encompass the use of a multiple case study and knowledge
articles and books referring approach, which is seen as a useful research strategy for enhancing
existing knowledge through the analysis and comparison of multiple knowledge resources
(Vannoni, 2014). As such, this methodology offers a more extensive examination of research
questions and contributes to the development of theoretical knowledge by grounding
suggestions more deeply in a variety of empirical evidence (Eisenhardt and Graebner, 2007).
Apart from that the data from interviews have been analyzed in a qualitative manner to

understand the stakeholder's view on these approaches as well.

In this study, artificial intelligence (AI) techniques were used in the data collecting and analysis
procedure. Al technologies have been critical in supporting sophisticated data analysis and
have been successfully used to improve the accuracy and efficiency of the research
process. These techniques were used in the data collecting process to collect and organize
massive amounts of data from diverse sources such as research papers, books, and journal
articles. This research used ChatPDF to make data collecting and organizing more efficient,
decreasing human error and enhancing accuracy. The inclusion of these tools in the research
process increased rigor to the study, boosting the quality of the findings and allowing for a

more nuanced view of the research subject.
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4.2 Data Collection

In the research project outlined, the principal method of data collection employed was case
studies, books, journal articles, research papers and semi-structured interviewing. Case studies
provide an excellent methodology for qualitative research due to their comprehensive and
thorough approach to investigating a research question. They are designed to offer an in-depth
exploration of the topic, bringing out the nuances and specifics from the viewpoint of the

participants by using multiple sources of data (Stake, 1995).

Three primary types of case studies are described in the literature: Exploratory, Explanatory,
and Descriptive (Yin, 1993). Exploratory case studies can be utilized as a foundation for social
research. Explanatory case studies are particularly useful for causal investigations, while
Descriptive case studies necessitate the development of a descriptive theory before the project
initiation (Stake, 1995). In this study, we used mixed type and mostly focused on Descriptive
case studies as it will help to prove whether the suggested theoretical framework is correct or

not.

Unlike other research methods, case studies are not about sampling research. Instead, they
focus on the in-depth examination of single cases or multiple cases. The selection of cases
should aim to maximize the learning potential within the constraints of the study's timeline.
Case studies usually concentrate on a system of action as the unit of analysis, rather than
focusing on an individual or a group. This allows for a selective examination of one or two

fundamental issues relevant to the system being studied.

The use of secondary data, such as scholarly articles, research papers, and books, provides the
benefit of building upon the wealth of knowledge and findings previously established by
researchers in the field (Ellram and Tate, 2016; Creswell and J David Creswell, 2018). Such
sources provide critical background information, support the validity of the study's theoretical
underpinnings, and assist in contextualizing the research within the broader academic

discourse. These sources have been meticulously chosen for their relevance and credibility,



41

with a focus on peer-reviewed journals and authoritative books recognized within the field of

technology and innovation management (Yin, 2013; Creswell and J David Creswell, 2018).

A systematic review of these secondary sources was conducted, focusing on key themes
pertinent to the research objectives. The themes include but are not limited to, digital
innovation, technological change, technology management, innovation strategies, and the
impact of digitalization on business models. This approach allowed the exploration of different
perspectives and enhanced the theoretical depth and breadth of the study (Yin, 2013; Creswell
and J David Creswell, 2018).

Regarding semi-structured interviewing, this methodology is widely recognized in the
literature as a preferred tool for gathering data due to its flexibility and adaptability (Taylor,
2005; DiCicco-Bloom and Crabtree, 2006). The semi-structured interview approach provides
the interviewer with the ability to react and adapt to participants' responses, creating an
interactive dialogue (Galletta, 2012). This interactive dialogue can extend to both verbal and
non-verbal responses, with the interviewer employing probing techniques to elicit additional

information from the participant (Kallio, et al., 2016).

This study made use of an interview framework designed by Kallio et al. (2016), in which the
interview questions are divided into several main themes. These themes are crafted in a
progressive and logical manner, ensuring they resonate with the participant's experience and
are relevant to the research objectives (Kallio et al., 2016; Krauss, Hamzah, Omar, Suandi,
Ismail, and Zahari, 2009). There were two types of interviews conducted to collect data. The
first one is for the existing customers in Finland to analyze the current company and product
situation. Please refer Appendix 1 for the questions used when conducting the interviews. The
second is for the Canadian universities to understand the market background, potential
customer needs and other relevant external facts impacting this research topic. Please refer

Appendix 2 for the questions used when conducting the interview.
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The participants for the study were selected in two ways. The first one is the Universities from
Finland to study the existing customer bases and products. The second is from universities in
Canada (Appendix 3), and the chosen individuals had hands-on experience with working with
helpdesk systems, managing them, managing university IT systems and staff, and decision-
making on purchasing helpdesk systems. These participants were initially identified by
researching contact databases of Canadian university websites, referring to LinkedIn profiles
and then personally contacted via email. But the most successful method was to find contacts
using personal connections and mutual friends. For example, there was only one interview
conducted in Canada with ACADIA University, and the contact was found with the help of a
mutual friend. Then finding contact through the possible next-level mutual contacts from those
mutual contacts. The interview questions were provided in advance, attached to the email, and
the participants were offered the option to remain anonymous in the study and the interviews

have been recorded with the consent of all participants.

A total of three extensive interviews were conducted (two in Finland and one in Canada) in
English, in March - July 2022. The interviews, which ranged in duration from 45 minutes to 1
Hour, were carried out via Microsoft Teams. Participants consented to have their interviews
recorded and transcribed for analysis. Moreover, the interviewee's information is only

mentioned by their designation and university name to comply with GDPR requirements.

4.3 Data Analysis

Qualitative data analysis often employs the method of thematic analysis, a technique renowned
for its adaptability in capturing patterns within raw data and constructing it into significant
themes (Braun, Clarke, Hayfield, and Terry, 2019; Campbell, Orr, Durepos, Nguyen, Li,
Whitmore, Gehrke, Graham, and Jack, 2021). It has the advantage of being highly versatile and
can be utilized in inductive, deductive, and abductive research approaches (Braun and Clarke,
2006). This approach is suitable when exploring individuals' perspectives, insights, expertise,
experiences, or values from qualitative datasets (Caulfield, 2022). Thus, the thematic analysis

method was selected.
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The process of thematic coding commences with the transcription and comprehension of the
data. The transcription can retain the authenticity of the original speech or be enhanced for
reader accessibility by refining the grammar and syntax (Jonsen, Fendt, and Point, 2017). While
transcribing the data, the research stayed close to the actual speech but did refine the grammar
before citing the quotes. The subsequent step involves coding the transcribed data. A code is
described by Saldafia (2015, p. 3-4) as a "concise phrase or word that represents a summary,
significance, and evocative quality to a section of visual or language-based data." This includes
identifying and colour-coding related sentences or paragraphs (Coffey and Atkinson, 1996;
Saldafia, 2015). Also here, performed manual coding thrice as per Thompson's (2022)

suggestion to ensure the identification of all codes through at least 2-3 coding rounds.

The concluding step involves analysing and drafting the report (Braun & Clarke, 2006). Direct
interview quotes can substantiate the findings, as suggested by King (2004), highlight the
pervasiveness of the themes and clarify certain interpretation points. The analysis was carried

out following these guidelines.

4.4 Validity and Reliability

By implementing a detailed evaluation system from the beginning of the research, transparency
can be enhanced, strengths and weaknesses can be identified, and the quality of the research
can be systematically improved. This is not playing a major role in information gathered by
written sources as far as we selected the acceptable sources for collecting information. But, in
the verbal interview process, this can be achieved by thoughtful sampling, creating a solid
interview blueprint, and prompt transcription and coding of interviews (Eriksson and

Kovalainen, 2011).

The key elements used to determine the robustness of research are reliability and validity
(Hirsjarvi and Hurme, 2004). These denote how effectively a technique, method, or test gauge

the study.
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Reliability concerns the replication and consistency of measurement. A study is deemed
reliable if the researcher can reproduce a prior research design and obtain similar outcomes
(Saunders et al., 2016). The researcher acknowledges that while this study could be reproduced,
the results might lose their validity over time due to rapid changes in the market, which means
the ways to qualitative market research and its associated challenges may vary. Saunders et al.
(2016) identify four common factors that can render research unreliable: participant error,

participant bias, researcher error, and researcher bias.

Participant error pertains to anything that negatively impacts a participant's performance. The
scheduling of interviews is given as an example of how this could occur (Saunders et al., 2016).
The researcher can mitigate this by providing flexibility in scheduling interviews. Participant
bias arises when there are factors leading to an incorrect response from a participant. We can
limit this bias by conducting private interviews, providing the option for anonymity, and

ensuring interviewees had the opportunity to review questions in advance.

Researcher error and researcher bias relate to potential issues in how the researcher records and
interprets responses. We can minimize these by thoroughly preparing for the interviews and
asking questions in a neutral manner. Validity is about the precision of a measurement. It
involves not only the accuracy of the analysis of the results but also the extent to which these

findings can be generalized (Saunders et al., 2016; Johnson, 1997).

Validity can be examined both internally and externally. Internal validity is affirmed when a
causal relationship between two variables is accurately shown in the study (Saunders et al.,
2016). External validity refers to the degree to which the study's findings can be generalized to
other circumstances, individuals, settings, and measurements (Johnson, 1997). In this
qualitative study, the author provides all the necessary information to assess both internal and

external validity.
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CHAPTER 5: Findings

This chapter investigates an exhaustive process-centric analysis pertaining to the case
company, its product, and the larger Canadian market. It initiates with a meticulous SWOT
analysis, elucidating the internal dynamics of the company and its product. Following the
internal assessment, the chapter introduces a methodological exploration of the external factors
prevalent in the Canadian market, employing the PESTEL framework as an instrument to
dissect the Political, Economic, Social, Technological, Environmental, and Legal elements.
Moreover, Porter's Five Forces model is invoked to establish an analytical lens on the external
environment and stakeholder influence. The latter part of the chapter transitions the focus to
potential customers within the Canadian market, using the Diffusion of Innovations theory to
guide the identification process of early adopters and key customer segments. Lastly, to capture
the nuances of customer needs and preferences, the Jobs-to-be-Done theory is applied.
Collectively, this chapter outlines a comprehensive process, guiding the rigorous analysis of

market dynamics, stakeholder influence, and customer behaviour.

5.1. Analysing the Current State of the Case Company and Product

In this section, we will investigate a detailed analysis of the current state of the case company
and its product. By examining various aspects such as the company's strengths, weaknesses,
opportunities, and threats, we aim to gain a comprehensive understanding of the company's
position in the market and the performance of its product. This analysis will provide valuable
insights into the factors that contribute to the company's success and areas that require
improvement. By assessing the current state, we can identify strategic opportunities for growth
and address any challenges that may hinder the company's progress. Through a rigorous
examination of the case company and its product, this section aims to provide a solid
foundation for further analysis in the subsequent sections. There were two extensive interviews
conducted with the Helpdesk Team of XAMK University and the CIO and IT Helpdesk teams
at Vaasa University. This section uses that information to effectively extract the SWOT

analysis.
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5.1.1 Strengths:

The UniHelp product boasts several key strengths that contribute to its effectiveness and user

satisfaction.

"Since implementing UniHelp, we've seen a good experience in the way our users interact with
our systems. The intuitive design and ease of use have resulted in satisfied users." — Helpdesk
Team, XAMK University (2023). Firstly, its user-friendly interface has been highly praised for

its ease of use and intuitive design.

"After adopting UniHelp, we've witnessed a transformative change in how our users engage
with our systems. The user-friendly interface and intuitive navigation have led to greatly
increased user satisfaction." - CIO, Vaasa University, (2023). Users find it convenient to
navigate through the system, thanks to the improved integration of different functions and
features in one place. This streamlines processes, enhance efficiency, and simplifies the overall

user experience.

"The time-saving features, like password resetting and user ID delivery, have reduced the time
we spend on these repetitive tasks, allowing us to focus on more complex issues." — IT
Helpdesk Team, Vaasa University, (2023). UniHelp also offers time-saving features that
address activities such as password resetting and delivering user IDs. By automating these
processes, the product improves efficiency and productivity, saving users valuable time and

effort.

"We have received positive feedback regarding the speed and reliability. Even during peak
usage times, the system responds quickly and keeps the workflow smooth and uninterrupted."
- IT Helpdesk Team, Vaasa University, (2023). Additionally, users report positive experiences
with the system's speed and reliability. UniHelp delivers fast response times, even during peak

usage periods, ensuring smooth and uninterrupted workflow for its users.



47

“We have seen a positive response from our users regarding the features such as the quick
access to user IDs and efficient password management as it improves their overall experience.”
- IT Helpdesk Team, Vaasa University (2023). The product's valuable features, including quick
access to user IDs and efficient password management, are highly appreciated by users. These
features contribute to a seamless user experience and reduce the time and effort required to

access essential resources.

"Our past experience with helpdesk solutions was disturbed by usability issues and limited
functionality. But Unihelp has its centralized system for managing user accounts and
information, which is a major strength of the product." — Helpdesk Team, XAMK University,
(2023). Moreover, XAMK University’s Helpdesk Team mentions that previous helpdesk
solutions had "usability challenges" and "limited functions" that were "complicated to
combine." This implies that the previous system lacked centralization, with functions and
information scattered across different places. By saying that, UniHelp's centralized solution for
managing user accounts and information is a significant strength. It simplifies administrative
tasks, minimizes duplication of efforts, and enhances data accuracy, ultimately improving

overall security and streamlining processes.

“We are happy with the level of support and assistance provided by Pegasi Oy. Their
commitment to ensuring users receive the necessary guidance with UniHelp has been a major
support of our positive experience." — Helpdesk Team, XAMK University. Furthermore, the
supportive services provided by Pegasi Oy, the company behind UniHelp, add to its strengths
(XMAK University Interview, 2023; Vaasa University Interview, 2023). Pegasi Oy is
committed to delivering exceptional support and assistance, ensuring users receive the
necessary guidance when using the UniHelp product. This level of support enhances user

satisfaction and fosters trust in the product.

Lastly, UniHelp's ease of implementation in various customer environments is worth
highlighting (Pegasi Oy, 2023). Its flexibility allows for seamless integration into existing

infrastructure, regardless of the organization's technological setup. This not only reduces
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implementation time and costs but also enables organizations to quickly realize the benefits of

UniHelp without significant disruption to their operations.

5.1.2 Weaknesses:

"In earlier versions of UniHelp, we faced some challenges related to usability and functionality.
This potentially made the experience more difficult for our users." — Helpdesk Team, XAMK
University (2023). In terms of weaknesses, previous versions of the UniHelp product faced
usability challenges and had limited functionality, potentially causing difficulties for users.
These challenges may have resulted in a less intuitive and seamless user experience, hindering
users' ability to navigate and utilize the product effectively. Additionally, they mentioned that
“One of the most time-consuming activities related to the existing product or service is giving,
delivering this user ID to customers. The need for a future feature to improve the delivery of
user IDs to end-users is a must” — Helpdesk Team, XAMK University (2023). These issues
were identified with the delivery of user IDs, which led to delays and inefficiencies in the user

onboarding process. Such delays can impact productivity and user satisfaction.

"We identified a degree of resistance among some users when we moved to the centralized
solution provided by UniHelp. Adapting to a new system can be a hurdle for some." - Noah
Martin, IT Support Specialist — Helpdesk Team, XAMK University (2023). Another weakness
identified is the potential resistance or reluctance from users to adopt the centralized solution.
Resistance to change is a common challenge when implementing new systems, and it can
hinder the successful adoption and implementation of the UniHelp product. Overcoming this
resistance requires effective change management strategies and clear communication to help

users understand the benefits and advantages of the centralized solution.

"The system currently falls short when it comes to comprehensive profile update functionality.
This means that we often need to step in and update user information manually." - IT Helpdesk
Team, Vaasa University (2023). Furthermore, the current system lacks comprehensive profile
update functionality, which requires manual intervention for user information updates. This

limitation adds an additional layer of complexity and effort for users and administrators who
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need to update user profiles. An efficient and user-friendly profile update feature would

streamline the process and improve user experience.

Pegasi needs to improve its marketing. For example, currently, their social media presence is
very poor. LinkedIn has only around 170 followers and a very low page reach rate. As a
solutions company, this needs to be much better than this. Because gaining potential customers
from professional social networks is a leading trick for small medium IT businesses in today's

business world.

Overall, acknowledging and addressing these weaknesses will contribute to the continual
improvement and success of the UniHelp product. By actively seeking user feedback,
conducting thorough testing and analysis, and implementing necessary enhancements, the
UniHelp team can mitigate these weaknesses and further strengthen the product's value

proposition.

5.1.3 Opportunities:

"In our work at XMAK University, we greatly value user feedback. It's key to driving product
improvements and discovering areas where we can enhance usability." — Helpdesk Team,
XAMK University (2023). At XMAK University, user feedback plays a vital role in driving
product improvement and uncovering valuable opportunities for enhancing usability. User
suggestions and comments provide valuable insights into areas that require attention and
refinement, allowing the product team to address any remaining challenges effectively. "From
the feedback we have received, users have expressed a their interest in additional features such
as face recognition and better user ID delivery." — Helpdesk Team, XAMK University (2023).
Additionally, users have expressed a strong interest in additional features, such as face
recognition and enhanced user ID delivery, indicating potential avenues for future

development.

"By integrating various functions and features within UniHelp, we see an opportunity to
streamline our processes and enhance the overall user experience." - CIO, Vaasa University,

(2023). Furthermore, the integration of various functions and features within the product
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presents an opportunity to streamline processes and elevate the overall user experience. By
consolidating different functionalities into a unified and intuitive interface, users can navigate

through the system more seamlessly, improving efficiency and productivity.

The centralized solution offered by the product is also a notable strength, as it has the potential
for scalability (XMAK University Interview, 2023). This scalability ensures that the product
can adapt and accommodate the growing needs of XMAK University as it expands, providing

a reliable and sustainable solution for its helpdesk requirements.

Moreover, Pegasi, the management team, recognizes the uniqueness of the product and its
potential to address the challenges faced by universities using traditional helpdesk solutions in
different markets and countries. This recognition creates an exciting opportunity for business
expansion into new markets, catering to the needs of universities seeking innovative and

efficient helpdesk solutions.

5.1.4 Threats:

In the competitive landscape, the advancement of competitors in developing similar products
or services with more advanced features poses a significant threat to any software product. As
the industry evolves, rival companies may introduce innovative solutions that can attract users
away from the existing product. To maintain a competitive edge, continuous monitoring and
analysis of the market are crucial, enabling the product team to identify emerging trends and

swiftly adapt to new features and functionalities (Hosseini, Soltani and Mehdizadeh, 2018).

"Given the fast-paced technological advancements, we're keenly looking for the risk it poses
to the current relevance and longevity of the products or services we are using. Hence, for our
vendors, staying innovative and adaptable is key." — Helpdesk Team, XAMK University
(2023). Hence, the rapid pace of technological advancements poses a risk to the current product
or service's relevance and longevity. Technology is constantly evolving, introducing new

capabilities, and raising user expectations. Failure to keep pace with these advancements may
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result in the product becoming outdated and less appealing to users. Therefore, a proactive
approach to research and development is essential to stay ahead of the curve and ensure the

product remains technologically relevant.

"Security risks are a significant concern for us, given our product's nature dealing with sensitive
user information. We are continuously working on improving our security protocols to keep
user data safe." — Helpdesk Team, XAMK University (2023). Considering the nature of the
product or service dealing with sensitive user information, security risks are a significant
concern that must be addressed. The potential for security breaches and data leaks presents a
serious threat not only to the users but also to the reputation and trustworthiness of the product.
Implementing robust security measures, such as encryption protocols, regular vulnerability
assessments, and user data protection policies, is paramount to safeguarding user information

and mitigating potential security threats.

5.2. Analysing the External Factors of the Canadian Market

This section is discussing the key facts that Pegasi has to consider when conducting thorough
qualitative market research in the Canadian university market to understand the external factors
such as political, economic, social, environmental, legal, and technological and some close
analysis of the factors needs to be considered when analyzing important stakeholders. For that,
this section worked on the process and critical factors to consider when conducting qualitative
market research using two renowned analytical tools: PESTEL analysis and Porter’s Five

Forces.

5.2.1 Key Facts to Consider in the Analysis of the External Environment Using PESTEL
Analysis.

The successful expansion of a Helpdesk software product to Canadian universities necessitates
a comprehensive comprehension of the market dynamics and the external forces that can
significantly influence the business. To thoroughly evaluate the potential impacts, conducting
a PESTEL analysis offers a systematic approach (de Sousa and Castafieda-Ayarza, 2022). This

analysis examines the political, economic, social, technological, environmental, and legal



52

factors shaping the Canadian market landscape. The following discussion examines the
essential aspects and noteworthy considerations when undertaking a PESTEL analysis specific
to the Canadian context, while also providing recommended sources for gathering pertinent

information.

I Political Factors:

Consideration of political factors is vital when internationalizing a Helpdesk software product
to Canadian universities. Examining the regulations and policies governing the software
industry, data protection, privacy laws, and intellectual property rights in Canada is of utmost
importance. By understanding these regulations, companies can ensure compliance and
mitigate any legal risks associated with operating in the Canadian market. This includes
adherence to data protection and privacy laws to safeguard user information and intellectual

property rights (Haddow and Thomas, 2006).

In addition to regulatory compliance, it is crucial to stay informed about government initiatives
focused on promoting the use of technology in education or supporting software development
(Haddow and Thomas, 2006). During the interview with ACADIA University, IT Service Desk

manager commented below on this,

“The government initiatives or political consideration is something to consider for sure. Unless
you're talking about war and sanctions.” -IT Service Desk Manager, ACADIA University
(2023).

Such initiatives can present valuable opportunities for market entry. Government programs
may offer incentives, grants, or funding schemes to encourage partnerships and foster
innovation in the education technology sector (Pringle & Huisman, 2011). By actively tracking
these initiatives, companies can align their strategies and product offerings with the

government's priorities, increasing their chances of success in the Canadian market.
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Government support for technology adoption in education can have a substantial impact on
market demand (Haddow and Thomas, 2006). For instance, initiatives that encourage
universities to integrate digital solutions and enhance their IT infrastructure may create a
favourable environment for Helpdesk software adoption (Killins, Ngo and Wang, 2021). By
staying informed about these initiatives, companies can position themselves as providers of

innovative solutions that align with the evolving needs of Canadian universities.

11. Economic Factors:

Firstly, understanding the factors which are directly impacting the purchasing power of
Canadian universities and can affect the overall market demand for software solutions is
important (Pringle & Huisman, 2011). Because it is important to evaluate the higher education

funding landscape in Canada.

" Honestly, money can drive the conversation when the economic factors of pricing and
payment terms when considering purchasing from an international vendor. How money can
influence the decision-making process would be the challenges of figuring out exchange rates
and monetary factors when purchasing international products or services" -IT Service Desk

Manager, ACADIA University (2023).

By assessing the budget allocations and funding trends for Canadian universities, companies
can gain insights into the financial constraints these institutions may face. Understanding the
funding landscape helps determine the willingness of universities to invest in new software

solutions, considering their budget limitations and strategic priorities (Abel, 1980).

Another key economic factor to consider is competitor pricing. Researching the pricing
strategies of existing Helpdesk software providers in the Canadian market is crucial for
maintaining competitiveness. By understanding the pricing landscape, companies can position
their product offerings appropriately to provide value while remaining competitive within the

market (Pringle & Huisman, 2011).
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I11. Social Factors:

Initially, understanding the level of technological literacy among students, faculty, and staft at
Canadian universities is crucial. The adoption and usage of Helpdesk software can be
influenced by the technological proficiency of the target audience (Bell and MacDougall,
2013). Assessing the current level of technological literacy helps companies tailor their
software to meet the specific needs and preferences of users, ensuring seamless integration and

user-friendly experiences.

Recognizing the multicultural nature of Canadian society is another important social factor

(Ellis and Pecotich, 2001).

"We are very multicultural, so we have pretty much different backgrounds already in Canada.
Hence, the features supporting this environment the value of community involvement and
moderation in technical support is really important here" -IT Service Desk Manager, ACADIA
University (2023).

Companies should consider the need for localization or adaptation of their software to cater to
diverse language and cultural preferences. This involves ensuring language support and
customization options to accommodate the multicultural environment within Canadian
universities. By acknowledging and addressing cultural diversity, companies can enhance user
engagement and create a more inclusive experience for their target audience (Bell and

MacDougall, 2013).

Furthermore, evaluating the workforce dynamics within Canadian universities is vital. This
includes assessing the work culture, expectations, and requirements related to support services
and customer service (Haddow and Thomas, 2006). Understanding the specific needs and
expectations of the university staff and faculty regarding Helpdesk software usage, technical
support, and customer service can provide insights for designing effective training programs

and customer support systems (Tucker and Pitt, 2010). By aligning with the workforce



55

dynamics, companies can deliver solutions that meet the unique requirements of Canadian

universities, ultimately enhancing user satisfaction and adoption rates.

IV.  Technological Factors:

Here, it is important to consider the technological factors that can impact the market. Firstly,
assessing the existing IT infrastructure and capabilities of Canadian universities is crucial. This
evaluation ensures compatibility and seamless integration of the Helpdesk software with the

universities' systems (Masters and Ellaway, 2008).

“We would need to have some seamless integration experience, training and then we would
need to have some support for questions and demos" -IT Service Desk Manager, ACADIA
University (2023).

By understanding the IT infrastructure, companies can tailor their software to meet the specific
requirements and technical specifications of Canadian universities, facilitating a smoother

implementation process.

“We would like to have probably at least somebody who's dedicated to my Technical Support
issues and using the latest technologies is a must, also, when I'm having issues and it's
responded to in a reasonable amount of time" "-IT Service Desk Manager, ACADIA University

(2023).

This supports the fact exploring the prevalence of new technologies like mobile and cloud-
based solutions in the Canadian market is another crucial technological factor to consider
(Madhav and Tyagi, 2021; ELAC, 2022). With the increasing adoption of mobile devices and
cloud technology in educational settings, it is essential for Helpdesk software to align with
these trends. Assessing the usage and acceptance of mobile and cloud-based solutions in

Canadian universities allows companies to develop software that meets the evolving needs and
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preferences of the target audience, enabling access and usability across multiple devices and

platforms.

Furthermore, understanding the data security and privacy requirements in the Canadian market
is vital. Compliance with relevant regulations, such as the Personal Information Protection and
Electronic Documents Act (PIPEDA), is essential to gain the trust of Canadian universities.
Companies must prioritize data security measures and ensure that their Helpdesk software
meets the stringent privacy standards set by the Canadian regulatory framework (Cameron,
2021). By prioritizing security and privacy, companies can address the concerns of universities

and build a strong reputation for protecting sensitive data.

V. Environmental Factors:

Even though the solution is not directly related to environmental facts, investigating the focus
on sustainability and environmental practices within Canadian universities can be beneficial.
Institutions may prioritize software solutions that align with their environmental goals and
sustainability initiatives. By understanding these initiatives, companies can position their
Helpdesk software as a sustainable solution, highlighting features and practices that support

environmental objectives.

Additionally, considering the energy consumption and efficiency requirements of the Helpdesk
software is important. Sustainability concerns are increasingly influencing decision-making
processes, and energy efficiency has become a significant factor in evaluating and adopting
software solutions (Khalifeh et al., 2020). By designing the Helpdesk software to be energy-
efficient and environmentally friendly, companies can enhance its appeal to Canadian
universities that prioritize sustainable practices. This can include optimizing code, reducing

system resource usage, or implementing energy-saving features, etc (Khalifeh et al., 2020).
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VI. Legal Factors:

In the process of conducting a PESTEL analysis for internationalizing a Helpdesk software
product to Canadian universities, it is crucial to consider the legal factors that can impact the
market. Firstly, it is essential to familiarize oneself with intellectual property laws in Canada.
Understanding these laws helps ensure the necessary protections are in place for the software
product. By adhering to intellectual property regulations, companies can safeguard their
software and prevent unauthorized use or infringement, enhancing their competitive advantage

in the Canadian market (ITA, 2022).

Understanding data protection regulations is another significant legal factor to consider.
Compliance with data protection and privacy requirements, such as the Personal Information
Protection and Electronic Documents Act (PIPEDA), is crucial to gain the trust of Canadian
universities. Companies must prioritize the privacy and security of user data, implementing

appropriate measures to protect personal information (Cameron, 2021).

“As mentioned we prefer to have it in a Canadian datacentre, but if not, if it is in non-Canadian
datacentres, it has to be disclosed and then we also have to disclose how the data is being used

and who will use it” "-IT Service Desk Manager, ACADIA University (2023).

By aligning with data protection regulations, companies can demonstrate their commitment to
safeguarding user privacy, which is vital for establishing credibility and building strong

relationships with Canadian universities.

“We would need to have some legal review of the terms and conditions.” "-IT Service Desk

Manager, ACADIA University (2023).

Analyzing contractual and legal obligations is also important when entering into agreements
with Canadian universities. This involves reviewing and understanding licensing, service

agreements, and liability considerations. By carefully evaluating these contractual obligations,
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companies can ensure that they are aligned with the legal requirements of Canadian
universities. This includes determining the scope of services, defining responsibilities, and
clarifying any legal implications or liabilities that may arise (Ankrah and AL-Tabbaa, 2015).
Complying with contractual and legal obligations helps foster positive partnerships and

mitigates potential legal risks.

Critical Sources for Information on PESTEL Analysis in the Canadian Helpdesk Software

Market when conducting Qualitative market research.

e Government websites: Visit the official websites of Canadian government departments
responsible for education, technology, and business regulations for relevant policies,
initiatives, and statistics.

e Market Research Reports: Access industry-specific reports from reputable market
research firms at the time of research that provide insights into the Canadian software
and education markets.

e Academic Publications: Consult research papers and academic journals on technology
adoption in education and software trends in Canadian universities.

e Trade Associations and Professional Networks: Engage with trade associations,
technology associations, and professional networks focused on the education sector in
Canada to gather industry insights.

e University Websites and Newsletters: Explore the websites and newsletters of Canadian
universities to understand their IT strategies, initiatives, and software preferences.

e Online Surveys and Interviews: Conduct online surveys or interviews with IT
administrators, faculty, and students at Canadian universities to gather firsthand insights

into their needs, preferences, and pain points.



59

5.2.2 Facts to Consider for the External Environment and Stakeholders Analysis Using
Porter’s Five Forces

Expanding a helpdesk software product to the Canadian market, specifically targeting
universities, requires a comprehensive understanding of the competitive landscape and market
dynamics. Conducting Porter's Five Forces analysis can provide valuable insights into the
industry's competitiveness, potential barriers, and market segments (Pringle and Huisman,
2011). This analysis aims to identify the key points to consider when conducting Porter's Five
Forces analysis for the Canadian market, particularly in the context of targeting Canadian
universities. Additionally, it will provide suggestions for relevant information sources to aid in

qualitative market research.

Industry Rivalry:

The degree of industry rivalry within the Canadian helpdesk software market, specifically
targeting the university sector, necessitates an in-depth examination of various competitive
factors. This includes an evaluation of the number of companies offering similar solutions and
their relative sizes (De Boer et al., 2009; Pringle and Huisman, 2011). A comprehensive
analysis of market shares, providing a clear picture of industry dominance, is crucial for
understanding the competitive intensity. Concurrently, the pricing strategies adopted by these
firms can significantly influence market entry and positioning (Pringle and Huisman, 2011).
Moreover, the extent of product differentiation plays a critical role in this sector, as unique and
innovative features can be a decisive factor for universities when choosing between competing
software solutions (Weingarten and Deller, 2010). The market growth rate also bears
significance, as a rapidly expanding market may offer more opportunities for new entrants but
could also increase competitive pressures (Pringle and Huisman, 2011). A rigorous
understanding of these elements, coupled with identifying the key players in the market, will
elucidate the potential challenges and opportunities that exist for market entry and expansion.
This information, when integrated, provides a comprehensive portrait of the competitive

landscape within the Canadian helpdesk software market for universities.
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Threat of New Entrants:

Evaluating the threat of new entrants within the specific niche of the Canadian helpdesk
software market serving universities, it is vital to scrutinize potential barriers to entry. First and
foremost, the strength of existing brand loyalty plays a significant role, as established providers
might have formed strong bonds with the consumer base, making it difficult for newcomers to
penetrate the market (Allender and Richards, 2012; Veloutsou, 2015). Equally noteworthy are
the pre-established customer relationships, which can often result in repeat business for existing
providers and create further challenges for new entrants (Pringle and Huisman, 2011).
Regulatory requirements also form a considerable part of the entry barriers, as these can vary
greatly in terms of complexity and stringency, potentially discouraging new market entrants
(Ankrah and AL-Tabbaa, 2015). An in-depth exploration of these factors will facilitate an
accurate understanding of the ease or difficulty associated with market entry, providing a
clearer perspective on the competitive landscape within the Canadian university-targeted

helpdesk software market.

Bargaining Power of Buyers:

To effectively analyze the bargaining power of Canadian universities in the context of
procuring helpdesk software solutions, one must consider a number of critical components.
One such factor is the aggregate number of prospective buyers, which directly impacts demand
dynamics within the market. Closely related to this is the purchasing volume of these buyers,
which can provide insights into the economic significance of individual buyers and their
potential influence on pricing strategies (Harding, Rosenthal and Sirmans, 2003; Pringle and
Huisman, 2011). Furthermore, understanding the degree of price sensitivity among these
universities is essential, as it can indicate their ability to switch between different software
solutions based on cost (Porter, 1979, pp.137—-145). Understanding the decision-making
processes employed by these universities also has to be taken into account, as it could influence
the length and complexity of the sales cycle. Lastly, the availability of alternative solutions in
the market, whether other software solutions or different methods of service delivery,

contributes to the buyers' bargaining power by offering them options and reducing their
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dependency on a single solution (Porter, 1979, pp.137—145). A detailed understanding of these
factors not only helps clarify negotiation dynamics but also assists in designing effective

pricing strategies that align with buyer preferences and market realities.

Bargaining Power of Suppliers:

Evaluating the bargaining power of suppliers within the Canadian helpdesk software industry
calls for a comprehensive examination of various essential components. Among these, the total
number of active software developers and support staff would be a vital indicator of supplier
power, as a higher count implies greater competition and potentially lower power for individual
suppliers (Porter, 1979, pp.137-145). The specifics of licensing agreements also play a key
role in this context, as more restrictive or exclusive terms can enhance the suppliers' control
over the market (Shepard, 1987). Furthermore, the prevailing pricing structures implemented
by these suppliers can significantly affect their bargaining power. Higher prices might indicate
greater supplier power, particularly in a market where these suppliers offer unique or highly
differentiated products (Nair, Narasimhan and Bendoly, 2011). Conversely, competitive pricing
could suggest lower supplier power, particularly in a commoditized market. The availability of
alternative suppliers further influences this dynamic by determining the extent to which buyers
can switch between suppliers without incurring significant costs or inconveniences. A thorough
understanding of these elements is crucial for assessing potential risks and dependencies that

could impact strategic planning and decision-making within the helpdesk software market.

The threat of Substitute Products or Services:

Assessing the threat of substitute products or services necessitates a thorough investigation of
the viability and attractiveness of alternative solutions that Canadian universities might
contemplate in lieu of helpdesk software. Several significant factors need consideration. Firstly,
the availability of alternative IT service management solutions in the market can offer
universities diverse options, thereby increasing the threat level (Porter, 1979, pp.137-145).

Secondly, the potential for universities to develop in-house IT solutions might act as a
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significant substitute threat, particularly if they possess robust IT departments capable of such
endeavours (Pringle and Huisman, 2011; Porter, 1979, pp.137-145). Lastly, the feasibility of
outsourcing these services to external providers can pose a threat, especially if these providers
can offer cost-effective or more efficient solutions (Pringle and Huisman, 2011). Thoroughly
understanding these potential substitutes is crucial as it helps to refine the value proposition for
the helpdesk software and assists in sharpening its competitive edge by highlighting areas that

need to be addressed to remain a preferred choice over these alternatives.

Information Sources for Porter's Five Forces Analysis in the Canadian Helpdesk Software

Market

To conduct a comprehensive Porter's Five Forces Analysis in the context of the Canadian
helpdesk software market, it is vital to identify and utilize a variety of information sources.
These sources offer insights into industry rivalry, the threat of new entrants, the bargaining

power of buyers and suppliers, and the threat of substitute products or services.

Sources for Assessing Industry Rivalry: Reliable sources include industry reports and market
research studies focused on the Canadian software market. Additionally, competitors' digital
resources, such as their official websites, annual reports, and press releases, offer valuable
insights. Online discussion forums and communities focused on Canada's IT and software
sector can provide real-time information and user perspectives. Finally, industry events such as
conferences and trade shows are invaluable platforms for obtaining first-hand knowledge about

market trends and competitors' strategies.

Sources for Evaluating Threat of New Entrants: Reports and studies highlighting the Canadian
software industry and potential barriers to market entry are particularly useful. Broader market
research reports discussing the IT services and software industry can offer a more
comprehensive perspective. Government websites with regulations related to the software and

technology sectors and academic research papers studying software adoption trends in
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universities can provide specific and nuanced insights into potential entry challenges and

opportunities.

Sources for Understanding the Bargaining Power of Buyers: Direct interviews or surveys with
IT decision-makers at Canadian universities can yield detailed insights. Association websites
related to Canadian universities may provide information about their IT procurement processes.
Case studies from software vendors in the Canadian education sector and online reviews and
user feedback can offer practical perspectives and user experiences about different helpdesk

software solutions.

Sources for Evaluating Bargaining Power of Suppliers: Direct information from supplier
websites, product catalogues, and pricing data can offer insights into supplier operations.
Industry reports on software development and licensing trends in Canada can provide a broader
view of the market dynamics. Tech news websites and blogs, along with networking events and
conferences for software developers and suppliers, offer timely industry insights and first-hand

information.

Sources for Assessing Threat of Substitute Products or Services: Academic research papers and
studies on IT service management within universities provide a strong theoretical base.
Practical insights can be drawn from case studies on software implementation in the education
sector. Online IT forums and communities offer alternative perspectives, while industry reports
on emerging technologies in the IT service management sector can identify potential disruptors
that could serve as substitutes. It is crucial to factor in region-specific considerations for the

Canadian market, which underscores the importance of a tailored analysis.

5.3 Understanding Potential Customers of the Canadian Market.

In this section, we will conduct a critical examination of the facts to consider within the scope
of makeup, attributes, and behaviour of potential customers in the Canadian environment. This
section utilizes two fundamental theoretical frameworks to recognize the relevance of

consumer understanding in business expansion and growth: the Diffusion of Innovations
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Theory and the Jobs-to-be-Done Theory. We analyse the way of client identification, dive into
their specific requirements and preferences, and determine how firms may effectively cater to
these characteristics in the Canadian environment through a complete synthesis of these ideas.
The goal as we negotiate this complex terrain is to uncover insights that can benefit firms in
strategic decision-making, supporting effective market entrance and long-term competitive

advantage in the Canadian market.

5.3.1 Find Potential Customers - The Diffusion of Innovations Theory

The internationalization of a software product involves more than just language translation. It
requires an in-depth understanding of the target market, including its technological adoption
habits, cultural nuances, market potential, and sectoral norms. The Diffusion of Innovations
Theory, developed by Everett M. Rogers, provides a conceptual framework for understanding
how, why, and at what rate new ideas and technology spread within societies (Rogers, 2003).
This theory can be extremely useful in strategizing the entry and finding potential customers

for a Pegasi Helpdesk software product in the Canadian university market.

The Diffusion of Innovations Theory categorizes adopters into five classes: Innovators, Early
Adopters, Early Majority, Late Majority, and Laggards. Understanding the adoption propensity

of Canadian universities can be critical for Pegasi’s strategy (Rogers, 2003; Sahin, 2006).

To begin with, according to the theoretical explanation described in the literature session, the
company should target Innovators and Early Adopters within Canadian universities.
Identifying Innovators and Early Adopters within the Canadian university market is a key
starting point in the diffusion of the Helpdesk software (Roztocki and Weistroffer, 2008).
Because these categories of adopters are generally more open to new ideas, willing to take
risks, and can influence the broader university community. Hence, their adoption of the
software can help propagate it to other potential users. There are a few detailed steps on what

to do here about finding potential customers:
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1. Identifying Innovators and Early Adopters

Identifying Innovators and Early Adopters within the Canadian university landscape
necessitates a thoughtful analysis of specific indicators of their readiness and willingness to
adopt new technologies. Firstly, technologically advanced universities, often signified by a
robust IT infrastructure and a dedicated team for tech innovation, are ideal candidates (Roztocki
and Weistroffer, 2008). These institutions' commitment to technological progress can be
uncovered through a careful review of their IT strategy documents, annual reports, or strategic

plans.

Additionally, the adoption history of universities can provide a window into their openness to
innovation. Universities that were quick to embrace online learning platforms, implement
advanced data analytics, or pioneer the use of Al-based solutions have demonstrated a proactive
approach that signals their potential as Innovators or Early Adopters (McNaughton, 1996; Ortt
etal., 2017).

Furthermore, universities with a heavy emphasis on research, particularly within technology or
business domains, are typically more receptive to cutting-edge software solutions (Roztocki
and Weistroffer, 2008). The presence of tech-focused research centres, a review of research
publications, and technology-related coursework can all serve as valuable indicators of this

proclivity (Roztocki and Weistroffer 2008; McNaughton, 1996).

Other notable signs are the recent securing of funding or grants specifically geared towards
technological advancement and established partnerships with technology companies.
Universities hosting innovation labs or incubators signal a tangible commitment to
technological advancements. Public financial reports, press releases, and news articles can shed

light on these factors (Roztocki and Weistroffer 2008; Chau and Lung Hui, 1998).

Finally, a university's level of engagement with the tech community, evidenced by hosting or

participating in industry events such as technology conferences, seminars, or webinars, is a
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clear indicator of their dedication to staying at the forefront of technology (Roztocki and

Weistroffer 2008; McNaughton, 1996; Ortt et al., 2017; Chau and Lung Hui, 1998).

2. Building Relationships

Once the company identifies potential Innovators and Early Adopters among Canadian
universities, it enters the crucial phase of relationship building. This process extends beyond
mere product introduction; it is an opportunity to gain an understanding of each university's
unique needs, demonstrate how the Helpdesk software can meet those needs, and inspire trust

in the company's expertise and commitment to customer satisfaction.

Direct engagement forms the cornerstone of this strategy. Reaching out to key decision-makers
— from the heads of IT departments who can assess the technical worthiness of the software to
administrative stakeholders who evaluate the cost-effectiveness and strategic fit — is essential
(Ortt et al., 2017). Personalized communication, such as one-on-one meetings, can facilitate
deeper comprehension of the universities' particular pain points and goals, providing

opportunities to tailor the software's presentation according to these specifics.

Additionally, leveraging platforms like webinars and live demos is a potent tool for building
relationships (Lin and Wu, 2013; McNaughton, 1996). These platforms allow for interactive,
real-time demonstrations of the Helpdesk software's features and benefits, effectively
illustrating its potential to improve university operations. Moreover, such platforms also offer
a space for immediate responses to questions or concerns, fostering transparency and

understanding.

Participation in technology forums and events where these stakeholders convene is another
strategic move (Lin and Wu, 2013; Chau and Lung Hui, 1998). Not only does this presence
enhance visibility, but it also underscores the company's dedication to the technological
advancement of the education sector. It positions the company as a thought leader, engaged and

informed about the latest trends and challenges in the industry, thereby enhancing credibility.
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Encouraging trial usage forms the final piece of the puzzle. By offering a chance to experience
the Helpdesk software first-hand, universities can understand the tangible benefits the software
brings, reducing perceived risks associated with adoption (Lin and Wu, 2013; McNaughton,
1996; Ortt et al., 2017; Chau and Lung Hui, 1998).

3. Keenly follow up for any references from the identified universities.

Building relationships within a new market, particularly for small to medium-sized businesses
that might not yet have a strong reputation or widespread recognition, can be significantly
facilitated through referrals from satisfied customer universities (McNaughton, 1996; Ortt et
al., 2017). This approach leverages the trust and credibility that the university has within its
network, extending it to the referring company and its product. The process of obtaining and

capitalizing on these referrals, however, demands deliberate strategy and execution.

When a university has positive experiences with a company's product, in this case, the
Helpdesk software, it becomes a natural advocate for the product. The firsthand, authentic
testimony they can offer resonates strongly with potential adopters, especially when coming
from a peer institution. This endorsement goes a long way in establishing initial trust, reducing
perceived risk, and ultimately easing the process of relationship building with new enthusiasts

for the solution.

In leveraging these referrals, the company needs to actively engage with its customer
universities, inviting them to share their positive experiences and the software's benefits with
their peers. This can be promoted by setting up structured referral programs, perhaps offering
incentives such as service upgrades, discounts, or exclusive features to both the referring

university and the potential customer (Ortt et al., 2017; Lin and Wu, 2013).

The company, though a small-medium business and new to the Canadian university market,
can thus use this mechanism to its advantage. The company can effectively penetrate the new

market by fostering excellent relationships with early adopters of their Helpdesk software,
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ensuring high satisfaction levels, and encouraging these satisfied customers to make referrals.
These referrals can act as a catalyst, accelerating the company's growth and facilitating the
formation of robust relationships in the Canadian university landscape. Thus, the power of
referral marketing, driven by customer satisfaction and trust, can be an essential key to success

in identifying and establishing new relationships in unfamiliar territory.

Applying the principles of the Diffusion of Innovations Theory requires extensive research
about the Canadian university market. A multitude of sources can be utilized to gather relevant

information.

Academic and Market Research Reports: These often provide a deep understanding of the

educational landscape, technology trends, and adoption rates within Canadian universities.

Government Publications: Government sources can offer valuable insights into legal and policy

guidelines around software deployment in educational institutions.

Trade Associations and Journals: These sources are valuable for understanding industry trends,

future forecasts, and strategies of competing players.

University Websites and Publications: These can offer insights into a university's existing

technological infrastructure and its potential readiness for adopting new software.

Surveys and Interviews: Conducting direct surveys with university IT administrators can
provide first-hand information on the software needs, challenges, and decision-making

processes within universities.

Social Media Analysis: This can help identify influencers, technological pioneers, and opinions

towards Helpdesk software within the academic community.

User Reviews and Forums: These can provide insights into user experience with existing

software, challenges faced, and potential areas for improvement.
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5.3.2 Understanding Customer Needs and Preferences - Jobs-to-be-Done Theory

As thoroughly discussed in the literature review section, the Jobs-to-be-Done (JTBD) Theory
offers a fresh lens for viewing customer needs, focusing on the underlying tasks that customers
are trying to achieve. For Pegasi Oy to successfully apply this framework to the Canadian
university market, a comprehensive understanding of the user context, including regional and
cultural differences, is essential. This base has been created with the previous sections in this

thesis.

The first step in applying the JTBD theory to the Canadian university market is to identify the
"job" the customer needs to complete (Kelber and Volkova, 2017). In this context, the "job" is
to offer helpdesk support to university faculty, students, and staff. It's not merely about the
software's technical capabilities; it's about providing a service that satisfies the end-users

specific needs, in their specific context.

"You will have to be very in tune with what your client wants as far as you know do they want
help, do they need help right now? And you know what kind of support they are looking for.
Are they looking for somebody to come and train them? Having this type of close interaction
with customers will always help for both ends" " -IT Service Desk Manager, ACADIA
University (2023).

Canadian universities are diverse in terms of their size, culture, language, and educational focus
(Guo and Chase, 2011). Therefore, the software needs to be tailored to address these diversities.
English and French are the primary languages, so localization includes not only translation but
also cultural adaptation (Romero and Molina, 2015). The software needs to be intuitive and
user-friendly for users with different technological abilities, from tech-savvy students to faculty
who may not be as comfortable with technology. Moreover, it’s crucial to consider the
differences in the educational system and administrative structures between Finnish and
Canadian universities. The regulations, reporting needs, privacy concerns, and other
bureaucratic aspects may differ, and the software should be able to accommodate these

requirements (Romero and Molina, 2015).
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Another critical aspect of the Canadian market is the strong focus on inclusivity and
accessibility. The software must comply with Canadian regulations for accessibility, ensuring
that it is usable by people with varying abilities and disabilities (Kullak, Baier and Woratschek,
2023). It's also essential to consider the needs and wants of the various stakeholders in the
Canadian university environment. Students may prioritize ease of use and quick response
times, while faculty and staff may place a higher value on comprehensive solutions and robust
troubleshooting capabilities. The 'Jobs' for each of these stakeholder groups may vary, and the
software should be adaptable to accommodate these differing requirements (Romero and

Molina, 2015; Kullak, Baier and Woratschek, 2023).

One unique factor to consider is the impact of COVID-19. The pandemic has led to a significant
increase in remote learning and virtual operations in universities worldwide, including Canada.
The reliance on technology has never been higher, and the "Jobs" that need to be done have
evolved. Understanding how these needs have changed will be critical to developing a

successful product (Romero and Molina, 2015; Pringle and Huisman, 2011).

To gather the necessary information about the Canadian market, Pegasi Oy could employ a
variety of sources. They can start with secondary research: examining market reports, studies,
academic articles, and news related to Canadian universities' technological needs and helpdesk
usage. Professional organizations, like Universities Canada, and government bodies, like the

Canadian Ministry of Education, also provide valuable data.

Surveys and interviews with potential users from Canadian universities can provide more
detailed insights into their needs and pain points. An option is to collaborate with a university
for a pilot project, providing the software for free in exchange for detailed feedback and usage
data. Furthermore, online forums, social media platforms, and review websites can offer
unfiltered insights into users' experiences with existing helpdesk software solutions.
Additionally, hiring local consultants or partnering with local technology firms could provide

a more nuanced understanding of the Canadian market's specificities.
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CHAPTER 6: Discussion

The primary aim of this thesis is to explore how to conduct qualitative market research to open
the market for a university-focused helpdesk solutions provider at the initial stage, targeting
the Canadian market. To attain this goal, an extensive analysis of the internal and external
environment of the provider, coupled with an in-depth understanding of potential customers,

was carried out in the preceding chapters.

This chapter aims to comprehensively address the research sub-questions. Through a critical
discussion of the findings, we aspire to present a holistic view of the situation at hand. This
will help us achieve a nuanced understanding of the company's current planning situation, the
main external factors affecting the market, the ways to find potential customers, and the best

practices to comprehend their needs and preferences.

By tying together these threads of knowledge, we will shed light on how Pegasi Oy can
effectively undertake qualitative market research to pave the way for its successful entry into
the Canadian market. In doing so, we strive to move beyond the realm of theory, translating

research insights into actionable strategic implications.

6.1 What is the current planning situation of the university-focused Helpdesk solutions

provider?

Pegasi Oy, a Finnish company that specializes in university-focused helpdesk solutions, is at a
pivotal point in considering a significant market expansion into Canada. Having experienced
success in Finland, the company has exhibited its ability to design and implement helpdesk
solutions that are responsive to the specific needs of university faculty, staff, and students.
Within its local market, Pegasi Oy has successfully addressed the distinct requirements of
centralization and challenges posed by the Finnish educational sector, thereby reinforcing the

credibility of its product as a reliable solution.
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However, according to the findings, the task of international expansion into Canada requires
more than simply mirroring its domestic success. Penetrating a new market necessitates a
comprehensive understanding of the specific dynamics of that market, the knowledge that
Pegasi Oy is currently striving to obtain. This pursuit reflects the company's commitment to
delivering a product that precisely meets the needs of the Canadian university sector, instead

of merely replicating a Finnish solution in a different market context.

In line with this objective, Pegasi Oy has adopted the Jobs-to-be-Done (JTBD) theory to guide
its market research efforts. The JTBD theory encourages a focus on the specific "job" that
customers need to complete, allowing Pegasi Oy to move beyond mere technical specifications
in its product development. Within the Canadian university context, this means providing a
helpdesk solution that resonates with the specific requirements of the end-users in their

particular contexts.

Navigating the cultural diversity in Canada, where English and French are the primary
languages in universities, is one of the primary challenges Pegasi Oy is preparing to tackle.
This will involve a detailed localization of the company's software that extends beyond

translation to encompass a cultural adaptation responsive to the Canadian context.

Moreover, the emphasis on inclusivity and accessibility in the Canadian education sector is
another area of focus for Pegasi Oy. Regulations mandate that all technologies must be
accessible and user-friendly for individuals with varying abilities and disabilities. Pegasi Oy is
consciously aligning its product development with these requirements to ensure compliance

and suitability for the market.

The company is also cognizant of the changes in university education dynamics resulting from
the COVID-19 pandemic. The rise of remote learning and virtual operations has escalated the
demand for robust, reliable, and user-friendly helpdesk solutions (Pringle and Huisman, 2011).
To this end, Pegasi Oy is seeking to understand how these changing needs impact the 'jobs' to

be done and aims to incorporate these insights into their product development.
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In its quest to gather the necessary insights for successful market entry, Pegasi Oy has to use a
multi-pronged research strategy. This begins with secondary research, involving the review of
market reports, studies, academic articles, and other literature relevant to Canadian universities'
technological needs and helpdesk usage (Romero and Molina, 2015). Then as the primary
research, direct feedback from potential users through surveys and interviews, combined with
pilot projects with Canadian universities, could offer a more granular understanding of user

needs and pain points (Kullak, Baier and Woratschek, 2023).

In essence, Pegasi Oy's current planning situation signifies a deliberate, research-oriented
approach towards its proposed market expansion into Canada. Leveraging its domestic success
as a strong foundation, the company is committed to understanding the unique intricacies and
requirements of the Canadian university market. This thoughtful approach will be instrumental
in designing a helpdesk solution that accurately addresses the needs of its target users, paving

the way for successful market entry.

6.2 How are the main external factors affecting the Canadian market for a university-

focused helpdesk solutions provider?

The Canadian market for a university-focused helpdesk solution is shaped by several
intertwined factors. Using PESTEL and Porter's Five Forces frameworks, we can effectively
dissect these critical elements. The information in this discussion is analyzed by referring to

the information gathered in the findings section.

Political factors involve the role and influence of government policies and regulations. In the
context of helpdesk solutions for universities, these policies most notably concern data security,
privacy, and regulatory compliance within the education sector. For example, Canadian
educational institutions must comply with regulations such as the Personal Information
Protection and Electronic Documents Act (PIPEDA), which sets the ground rules for how
businesses must handle personal information. Furthermore, a notable political focus in Canada

is the emphasis on accessibility and inclusivity in education. This focus means that helpdesk



74

solutions must not only be technically efficient but also inclusive, accessible, and compliant

with relevant accessibility standards.

Economic factors involve the economic health of the university sector and budgetary
allocations for technology. With global events like the COVID-19 pandemic impacting
economic conditions, government funding in higher education, and students' financial
situations, universities' capacity to invest in helpdesk solutions is significantly affected.
Therefore, understanding these economic conditions and the universities' willingness and
ability to pay for helpdesk solutions is crucial for any provider attempting to penetrate the

market.

Sociocultural factors form a crucial aspect of the external environment. Canada is a culturally
diverse country with English and French as dominant languages. Therefore, helpdesk solutions
would need to be localized not just for language but also for cultural nuances. Furthermore,
society's technological proficiency spectrum ranges from tech-savvy students to faculty
members who might not be as comfortable with technology, requiring solutions that cater to
various levels of technological adeptness. Societal values, such as inclusivity and accessibility,

also significantly influence the user acceptance of the helpdesk solution.

Technological factors have become even more significant with the accelerated digital
transformation driven by the COVID-19 pandemic. With the shift towards remote learning, the
reliance on technology has never been higher. Universities now need robust, reliable, and
intuitive technology that can support extensive virtual operations. This change creates an
increased demand for comprehensive helpdesk solutions that can effectively support remote

learning scenarios (Pringle and Huisman, 2011).

Environmental factors, driven by the ongoing pandemic, underline the urgent need for effective
digital solutions that support the continuity of educational services. Amid the prevailing
environmental challenges, universities are looking for resilient systems that can withstand

disruptions and continue providing seamless service.
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In addition to this, legal factors that intersect with political factors cannot be neglected. The
provider must be fully cognizant of and compliant with the stringent regulations surrounding
data security, privacy, software compliance, and accessibility standards in Canada. Any
deviation from these requirements could lead to severe penalties, potential legal action, and
significant reputational damage, ultimately affecting their standing in the competitive market

(Kullak, Baier and Woratschek, 2023).

Transitioning to the dynamics of competition within the Canadian market, Porter's Five Forces
framework offers invaluable insights. The threat of new entrants is relatively high, primarily
due to the attractive market conditions fuelled by the swift digitization of education. The
increased demand for comprehensive, user-friendly, and efficient helpdesk solutions opens the
door for more companies to venture into this sector, thereby escalating the competitive

landscape (Romero and Molina, 2015).

Substitute products or services present another significant threat. Universities, with their
diversified needs, have multiple options to address the jobs-to-be-done. These range from
conventional in-person helpdesks and comprehensive FAQ pages to technologically advanced
solutions such as Al chatbots. The wide array of alternatives at their disposal puts the
universities in a powerful position, consequently pressurizing the helpdesk solution providers
to distinguish their offerings through unique, value-added features or services (Romero and

Molina, 2015).

When analysing the buyer's power, which is one of the five forces in Porter's model, it's
important to understand the amount of influence or control the buyer has in the relationship
with the supplier, in this case, the universities and the helpdesk solutions provider respectively.
Universities, being the buyers of helpdesk solutions, possess substantial bargaining power due
to various factors. Firstly, the increased demand for digital solutions in the wake of the
pandemic has led to an influx of vendors in the market, each striving to differentiate their
product and secure a share in the market (Pringle and Huisman, 2011). This situation inherently

creates a competitive environment, providing universities with a plethora of choices.
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Given this multitude of vendors, universities are in a favourable position to negotiate terms,
including the cost of services, delivery timelines, the scope of services, technical support, and
other key contractual elements. Universities can play these vendors off against each other,
aiming for the most favourable terms and conditions. Additionally, universities, each with their
unique set of needs, working conditions, and student demographics, have the power to demand
customized solutions from their prospective providers. This customization could range from
specific features, language preferences accommodating English and French speakers, and
varied levels of technical support to a unique interface designed for people with varying
abilities and disabilities, and so on (Kullak, Baier and Woratschek, 2023; Romero and Molina,

2015).

In the realm of supplier power, the key components that contribute to the creation of a helpdesk
solution, such as technology, infrastructure, and talent, play a pivotal role. Navigating these
inputs in a foreign market like Canada can pose significant challenges and potential
bottlenecks. The provider must have a strategic plan in place to source these crucial inputs

while maintaining cost-effectiveness and quality (Romero and Molina, 2015).

The intensity of competitive rivalry is a crucial component in Porter's Five Forces analysis and
is determined by the number of competitors in the market, their relative sizes, and their
competitiveness. In the Canadian market for university-focused helpdesk solutions, the level
of competition could be considerably high. As we have already noted, the rapid digital
transformation induced by the pandemic has resulted in a proliferation of vendors vying for a
share of the market (Pringle and Huisman, 2011). These solution providers may range from
startups offering innovative, disruptive solutions to established companies with a traditional

but proven service suite.

Each of these providers would have a different market share, which would directly correlate
with their competitive strength. The bigger players with larger market shares often enjoy
benefits such as economies of scale, better bargaining power with suppliers, and more resources
for marketing and research & development. This could create a competitive challenge for

Pegasi Oy, especially when entering a new market (Romero and Molina, 2015). A saturated or
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crowded market would naturally lead to intensified competition. In such a situation, companies
would need to resort to more aggressive marketing tactics to gain visibility and make a mark.
These strategies could include competitive pricing, attractive bundling of services, extensive
after-sales support, and unique, innovative features that distinguish the product from the

competition.

Furthermore, the companies would need to focus on innovative differentiation strategies. Since
the customer base (universities) have high bargaining power and a plethora of choices, simply
offering a generic solution would not suffice. The companies would need to thoroughly
understand the 'jobs to be done' by the universities and customize their product offering to align

with these specific needs (Romero and Molina, 2015).

Finally, amidst this intense competition, the consistent focus on delivering exceptional
customer value is key. It's not just about the product features or technical specifications. It's
about understanding the customer's specific needs, cultural and linguistic preferences, their
technological capabilities, and providing a comprehensive solution that caters to these aspects

(Kelber and Volkova, 2017).

6.3 How can a university-focused helpdesk solutions provider find potential customers in

Canada and learn their needs and preferences?

A university-focused helpdesk solutions provider like Pegasi Oy can find potential customers
in Canada and learn about their needs and preferences by leveraging theories such as the

Diffusion of Innovations Theory and the Jobs-to-be-Done (JTBD) Theory.

According to the Diffusion of Innovations Theory (Rogers, 2003), customers can be classified
into categories based on their readiness to adopt new solutions: innovators, early adopters, early
majority, late majority, and laggards. In the Canadian market, Pegasi Oy should initially target
innovators and early adopters, who are typically more receptive to new technologies. These

groups could include universities with a strong focus on technology, innovation, and digital
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transformation. The provider can identify these institutions through market research,
examining factors like the university's investment in technology, their digital transformation

initiatives, their faculty's technological capabilities, and their students' technological literacy.

Moving onto the Jobs-to-be-Done (JTBD) Theory (Kelber and Volkova, 2017), this approach
emphasizes understanding the underlying tasks that customers are trying to achieve. For
Canadian universities, the "job" is to offer efficient helpdesk support to university faculty,
students, and staff. Therefore, the helpdesk solutions provider needs to focus on the specific

needs of the end-users in their specific context.

This understanding can be achieved through a variety of methods. First, secondary research
can provide insights into the Canadian university market, including the technological needs of
universities and their helpdesk usage patterns. This research can include academic articles,

market reports, studies, and news related to Canadian universities.

Second, direct interactions with potential customers can provide invaluable insights. Surveys
and interviews can reveal the needs, pain points, and preferences of the users. A pilot project
with a Canadian university could be a practical approach, wherein the university uses the

software for a period and provides detailed feedback.

Third, digital platforms like online forums, social media, and review websites can offer
unfiltered insights into the users' experiences with existing helpdesk solutions. It can reveal
what they like or dislike about current solutions, their unmet needs, and their expectations from

an ideal helpdesk solution.

Finally, collaborating with local entities like technology firms or consultants can provide a
more nuanced understanding of the Canadian market. They can share localized insights and
knowledge, helping the helpdesk solutions provider to better tailor its offering to the Canadian

market.
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To conclude, finding potential customers and understanding their needs and preferences
requires a strategic and multifaceted approach. It involves leveraging theories like the Diffusion
of Innovations Theory and the JTBD Theory, conducting comprehensive market research,
engaging directly with potential users, leveraging digital platforms for unfiltered insights, and

partnering with local entities for nuanced knowledge.

6.4 How to conduct qualitative market research to open the market for a university-

focused helpdesk solutions provider in Canada?

Conducting qualitative market research to open the Canadian market for a university-focused
helpdesk solutions provider requires a structured and strategic approach. Here, a step-by-step
procedure is proposed, incorporating elements derived from the provided data and well-
regarded business theories. The initiation of SWOT analysis to understand current environment

is not required as it has been already covered with this thesisi

Setting Clear Research Objectives: The foundation of any successful market research is a set
of clear objectives. In this case, the primary goal is to gain a comprehensive insight into the
Canadian university market and to understand the specific needs and preferences of potential
users of a university-focused helpdesk solution. This thesis has already set a perfect basement

for that by conducting a SWOT analysis to identify the current status of the company.

Review of Existing Literature and Secondary Data: Engaging in an extensive review of
secondary sources allows for a broader understanding of the market landscape. By investigating
academic literature, market reports, and relevant news stories about the Canadian university
context and existing helpdesk solutions, potential challenges and opportunities can be
identified (Romero and Molina, 2015). This has been taken into consideration keenly in the
literature review in this thesis and Pegasi can use them as the base when conducting the actual

market research.
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Choosing Relevant Theoretical Frameworks: The selection of suitable frameworks to guide
the research is critical. The PESTEL analysis, Porter's Five Forces, Diffusion of Innovations
Theory, and Jobs-to-be-Done Theory are particularly useful for this market research, providing
a robust structure to understand the external environment, competitive dynamics, potential
early adopters, and customer needs respectively. But here with PESTEL analysis, the
environmental part is not that involved and hence we can use PEST analysis and separate Legal

background analysis for effective research.

Collecting Primary and Secondary Data: Primary data collection offers direct insights into
the target market's needs and preferences. Surveys and interviews with potential users from
Canadian universities can generate a wealth of valuable data about user experiences, needs,
and pain points (Romero and Molina, 2015). These can be arranged with the identified
university customers through the theory-based research as mentioned above. Next Pegasy Oy
has to create the tools to use to gather information, such as interview questionnaires. Then it
will be the time to locate and contact potential participants. The company has to make sure they
understand the purpose of the study and what is expected of them. Collecting secondary data
is the next key step in data collection. Secondary data refers to information that has already
been collected and published by someone else. This could be from sources such as case studies,
industry reports, academic articles, government databases, company websites, newspapers, and

more.

Implementing a Pilot Project: A pilot project with a partner university is an excellent
approach (Romero and Molina, 2015). This is to receive direct user feedback and gather real-
world usage data. This allows Pegasi Oy to test its solution in a controlled environment, helping

to identify potential improvements before the full-scale launch.

Engaging with Online Platforms: Online engagement on forums, social media, and review
websites can provide unfiltered and real-time feedback from users of existing helpdesk
solutions. This step uncovers common issues or areas for potential improvement that may not

be apparent from formal interviews or surveys.
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Collaborating Locally: Establishing collaborations with local technology firms or consultants
allows Pegasi Oy to gain insights into the nuances of the Canadian market, assist in software
localization, and ensure compliance with local regulations (Kullak, Baier, and Woratschek,

2023).

Data Analysis: After the data collection process, the task at hand is to analyze the information
gathered. Unlike quantitative data, which is number-based and often pre-coded, qualitative data
comes in various forms, such as text, audio, video, or images, and it requires a different

approach to decipher meaningful patterns and trends.

v Data Preparation: The initial phase of data analysis begins with data preparation,
which involves transcribing interviews, sorting survey responses, Or arranging
observational data in a manageable format. This step is critical as it converts the

collected information into a format that can be easily reviewed and analysed.

v' Data Familiarization: Researchers must immerse themselves in the data, which
entails reading and re-reading the data, taking initial notes, and reflecting on its
overall meaning and potential implications (Braun and Clarke, 2006). This
immersion will facilitate a deeper understanding of the data's nuances, facilitating

a more thorough analysis.

v Coding: Coding is an integral part of qualitative data analysis, where the data is
divided into segments that are subsequently labelled based on their content,
meaning, or significance. The codes act as labels that capture the essence of the data
and provide a means of organizing and categorizing the data for further analysis

(Saldana, 2015).

v" Searching for Themes: The next step is to examine the codes and attempt to identify

recurring patterns or themes in the data. The themes can highlight commonalities,
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differences, and relationships among the codes, which can provide a clearer picture

of the overall data set (Braun and Clarke, 2006).

v Reviewing and Refining Themes: Themes are continually reviewed and refined to
ensure they adequately represent the data set. This can involve collapsing similar
themes into one, splitting broad themes into two, or discarding themes if they do

not have sufficient supporting data (Braun and Clarke, 2006).

v Producing the Report: The final step is to write up the results. This involves a
detailed description and interpretation of each theme, supported by relevant and
compelling data extracts. The report should not merely summarize the data, but
interpret it in a way that answers the research questions and meets the research

objectives.

The qualitative data analysis process is iterative, involving a back-and-forth movement
between the various steps. It demands the active involvement of the researcher, who is the
primary instrument of analysis. However, the richness and depth of insights generated from
qualitative data analysis are often well worth the effort and are invaluable for informing market

entry strategies.

Strategy Formulation: The final step is to devise a market entry strategy based on the findings
of the research. The strategy should address the identified customer needs, meet the preferences
of potential users, and respond effectively to external environmental factors and competition

dynamics.

Nonetheless, it is essential to consider some limitations of this procedure. Firstly, it requires
significant time and resources, particularly during the primary data collection and pilot project
phases. Secondly, despite the rigorous methodology, there could be missed nuances due to
cultural differences and the limitations of remote research methods. Also, given the fast-

evolving nature of technology and market dynamics, some research findings might become
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outdated by the time the market entry is initiated. Lastly, potential response bias from
interviewees or survey participants might affect the accuracy of the data collected. Thus, the
findings should be interpreted with caution, and cross-verification with multiple data sources

is encouraged whenever possible.

6.5 Revised Theoretical Framework

The critical aspect of conducting market research lies within the structural organization of
theoretical frameworks. It serves as a lighthouse guiding researchers through the complexities
of data collection and analysis, illuminating the most relevant information, and providing
pathways to fruitful insights. The initial framework employed for this endeavour revolved
around PESTEL analysis. Although PESTEL (Political, Economic, Social, Technological,
Environmental, and Legal) is a comprehensive tool, the pertinence of all its facets to every
research context is not a given. Recognizing this fact, here to propose a revised theoretical

framework that better suits the specifics of this research context.

Instead of using PESTEL analysis, it is wise to suggest a bifurcated approach using PEST
(Political, Economic, Social, Technological) analysis and a separate Legal Background
Analysis. This modification is due to the minimal impact of environmental factors in this case,
making PEST a more suitable tool. Furthermore, isolating legal analysis allows the Pegasi Oy
to research deeper into the legal landscape that a university-focused helpdesk solutions
provider would navigate in Canada, shedding light on nuances that would otherwise be eclipsed

in a combined PESTEL analysis.

To conclude, the revised theoretical framework incorporates the SWOT (Strengths,
Weaknesses, Opportunities, and Threats) Analysis for comprehending the current planning
situation of the company, Porter’s Five Forces Framework and PEST with a separate legal
background analysis needs to be adopted to understand the competitive dynamics in the
Canadian market, and to identify potential customers and their needs, employ the Diffusion of

Innovations Theory and Jobs-to-be-Done Theory.
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All these insights will then feed into the step-by-step process of conducting qualitative market
research, which includes setting clear objectives, collecting primary and secondary data,
implementing a pilot project, engaging with online platforms, and local collaborations. The
process will also entail a comprehensive data analysis segment, including data preparation,
familiarization, coding, searching for themes, reviewing and refining themes, and report
production. The culmination of this process will be the formulation of a comprehensive strategy
designed to navigate the successful market entry of a university-focused helpdesk solutions
provider in Canada. This refined theoretical framework thus provides a more robust structure,

aligning closely with the unique needs and dynamics of this specific research context for Pegasi

Oy.
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Figure 7: Revised Theoretical Framework
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Figure 7 shows the post-analysis theoretical framework that attempts to support SMEs such as
Pegasi Oy in their worldwide market penetration, particularly in the sphere of university-
focused helpdesk solutions. To differentiate the novel components of the strategy formulation
shown in Figure 7, we must study each phase and compare it to existing approaches. In contrast
to previous methodologies, which rely mainly on secondary market data, the updated
framework stresses the use of original qualitative market research. This is especially important
in the university-focused helpdesk solution sector, where first-hand feedback from institutions

may provide unprecedented insights.

Furthermore, many current frameworks acknowledge the necessity of recognizing cultural
subtleties, but Figure 7 emphasizes the integration of these insights with PEST and Legal
Background Analysis results. This guarantees that the methods are not only culturally
appropriate, but also fit with socio-political complexities, which is especially important for a
foreign company like Pegasi Oy. In addition, the new framework's strategy formulation is not
a linear process. It takes input from each phase into account, ensuring iterative development
based on real-time observations. This type of dynamic model recognizes the unpredictability

of foreign markets and enables for real-time strategy adjustment.

Drawing from the Diffusion of Innovations Theory and Jobs-to-be-Done Theory, the revised
framework recognizes the unique challenges of technology adoption within educational
institutions. This step offers tailored strategies for providers like Pegasi Oy to penetrate
universities, considering not only the technological infrastructure but also the pedagogical
needs and institutional barriers. On the other hand, Figure 7's strategy formulation isn't a one-
off process. Emphasizing continuous learning, the model acknowledges the ever-evolving
nature of markets and necessitates regular re-evaluation and strategy adaptation, something not

underscored as prominently in many traditional models.

Hence, this study emphasizes the uniqueness and comprehensiveness of the new framework
shown in Figure 7 by analysing the strategy development in this manner. It exemplifies the
rigorous integration of actual discoveries with known theories, guaranteeing that SMEs like

Pegasi Oy have a resilient, flexible, and effective international venture strategy.
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CHAPTER 7: Conclusion

The rapidly evolving landscape of higher education and the consequent demands for
streamlined support and administrative systems underscore the importance and timeliness of
this study. Pegasi Oy, a Finnish technology-based SME, seeks to expand its university-focused
helpdesk solutions into the Canadian market. However, the complexities of this international
market entry - from understanding a foreign market's unique socio-cultural, political, legal, and
technological dynamics to gauging the competitiveness of the Canadian higher education sector

- call for a comprehensive, tailored, and context-specific approach.

Existing theoretical frameworks and literature provide a foundation for understanding
international market entry, but lack specificity for SMEs like Pegasi Oy and the unique
intersection of the higher education helpdesk solutions market in Canada. This research aims
to address these gaps, proposing a revised theoretical framework that can guide Pegasi Oy in
its pursuit of conducting effective qualitative market research and potentially entering the

Canadian market.

7.1 How to conduct qualitative market research to open the market for a university-

focused helpdesk solutions provider at the initial stage, to enter the Canadian market?

The main research question can be answered by two separate questions. The first one is
focusing on “How to conduct qualitative market research” and the second part is addressing
“How to Enter the Canadian Market at the Initial Stage”. Below this thesis has concluded the

answer to the research question to understand the output more clearly.
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7.1.1 How to conduct qualitative market research to open the market for a university-

focused helpdesk solutions provider?

This thesis lays a robust foundation for conducting qualitative market research to penetrate a
new market, using the example of a university-focused helpdesk solutions provider, Pegasi Oy.
We began by recognizing the necessity of setting clear and distinct research objectives. These
objectives centred on understanding the Canadian university market, potential users' specific
needs and preferences, and assessing the competitive dynamics therein. The SWOT analysis
conducted in this thesis plays a pivotal role here, as it provides a comprehensive understanding

of Pegasi Oy's current planning situation.

Subsequently, an extensive literature review was carried out, mining academic literature,
market reports, news stories, and other relevant secondary data. This exercise aided in
understanding the broader market environment and identifying potential opportunities and
challenges. The detailed literature review in this thesis can serve as a valuable reference point

for Pegasi Oy in its market research efforts.

In terms of theoretical frameworks, the decision to employ a bifurcated approach using PEST
and a separate Legal Background Analysis, as suggested in this thesis, seems most appropriate
for the context. Porter’s Five Forces for assessing competitive dynamics, the Diffusion of
Innovations Theory, and the Jobs-to-be-Done Theory are valuable tools for identifying

potential customers and their needs.

Primary data collection is vital and can be conducted through surveys and interviews with
potential users, as proposed in this thesis. Additionally, implementing a pilot project with a
partner university will allow Pegasi Oy to gather real-world usage data and receive direct user

feedback, offering valuable insights to tailor their product.
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Engaging with online platforms and collaborating with local entities in Canada are also crucial
steps. This thesis highlights the importance of these interactions in providing unfiltered

feedback and insights into the nuances of the Canadian market.

This thesis's qualitative data analysis process is particularly insightful for Pegasi Oy. The steps
of data preparation, familiarization, coding, searching for themes, reviewing and refining
themes, and producing a report, would enable the company to identify patterns, themes, and

trends in the data, thereby laying the groundwork for an informed strategy formulation.

7.1.2 How can a university-focused helpdesk solutions provider enter the Canadian

market at the initial stage?

By meticulously applying the strategies outlined in this thesis, Pegasi Oy can lay the
groundwork for its entrance into the Canadian market. The process should commence with a
strategic identification of prospective early adopters among Canadian universities. This step is
pivotal because it enables targeted marketing and relationship-building with entities most likely

to avail of Pegasi Oy's helpdesk solutions.

Following this, the application of the Jobs-to-be-Done theory will enable Pegasi Oy to
customize its helpdesk solutions to meet the distinct needs of the Canadian university sector.
This theory, which emphasizes understanding the tasks that customers are trying to achieve, is
invaluable in creating a product that aligns precisely with the needs and preferences of the
users. Such customization, which is founded on research data, significantly enhances the

likelihood of product adoption and customer satisfaction.

Additionally, the thesis strongly recommends establishing alliances with local entities. These
collaborations can furnish Pegasi Oy with in-depth insights into the unique dynamics of the
Canadian market, which could be transformative for the company's localization strategy.
Further, these alliances can play a crucial role in adapting the helpdesk solution to the local

context, thus heightening its relevance and usability. More importantly, collaborations with
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local entities can assist Pegasi Oy in ensuring adherence to Canadian regulations, which is

integral to smooth market entry and operation.

The crafting of Pegasi Oy's market entry strategy should be rooted in the results gleaned from
qualitative data analysis. This data-driven approach ensures the strategy is based on solid
evidence and reflects actual market conditions. Essential to the strategy should be a
comprehensive marketing and promotional plan. This plan should employ various tactics to
heighten product visibility and appeal among the target audience, ultimately driving product

adoption.

The theoretical framework proposed, the detailed analysis conducted, and the
recommendations put forth in this thesis collectively provide Pegasi Oy with a roadmap to
establish its presence successfully in the Canadian market during its initial stage. However, the
company must remember that market conditions and user needs are not static. Therefore, it is
imperative for Pegasi Oy to continuously track market dynamics and user feedback. By doing
so, the company can update its strategy and offerings as needed, thus staying competitive in

the rapidly evolving technological landscape.

This thesis does not only serve Pegasi Oy but also contributes significantly to future research.
The detailed methodology and approach delineated in the thesis provide a robust framework
for understanding new markets and forming strategic decisions. The iterative data collection
and analysis process, the theoretical frameworks utilized, and the multi-pronged approach can
be adapted to align with the dynamics of various markets and contexts. This adaptability
ensures the sustained relevance and applicability of the methodologies and insights
encapsulated in this thesis, thereby serving as a valuable guide for future academic and industry

endeavours.
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7.2 Practical Implications

The practical implications of this thesis manifest in various dimensions, with significant
influences on the market research process, strategic formulation, and decision-making
processes for new market entries. One key practical implication lies within the provision of a
robust and comprehensive framework for conducting qualitative market research. By outlining
a systematic and detailed procedure for data collection, analysis, and report production, this
thesis offers an invaluable tool for companies and researchers alike. The adoption of such a
framework can help streamline the market research process, ensuring it is both systematic and
rigorous. Consequently, this enhances the potential for deriving deep and valuable insights that

can drive informed business decisions.

Furthermore, this research presents an application of the Jobs-to-be-Done theory and the
Diffusion of Innovations theory. These theories offer practical insights into understanding
customer needs and predicting product adoption rates. Companies can use these insights to
adapt their product offerings to meet the unique requirements of the market. By doing so, they
stand to enhance the acceptance of their product, increasing the probability of their success in

the market.

Additionally, the thesis also has practical implications in guiding market entry strategy. By
leveraging the insights derived from SWOT analysis, Porter's Five Forces analysis, PEST
analysis, and Legal background analysis, companies can better understand the competitive
dynamics and the broader environmental factors at play in the new markets. These insights can
inform the formulation of market entry strategies, helping businesses position themselves

effectively against competitors and adapt swiftly to the new market environment.

The value of local collaborations is another crucial practical insight that the thesis brings to the
forefront. Collaborations with local entities can provide invaluable insights into the local
market, aid in software localization, and ensure compliance with local regulations. This
strategic approach can assist companies in building strong partnerships and networks in new

markets, fostering improved market penetration and promoting long-term success.
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Lastly, the research methodologies and theoretical frameworks employed in this thesis serve as
a blueprint that can be adapted to suit the unique dynamics of other markets and contexts. This
facet enhances the applicability of this thesis to future market research efforts, providing a

strong foundation for conducting qualitative market research for new markets.

7.3 Theoretical Contribution

This research pioneers a novel theoretical framework that combines the utility of PEST
Analysis, a separate Legal Background Analysis, SWOT Analysis, Porter’s Five Forces
Framework, the Diffusion of Innovations Theory, and the Jobs-to-be-Done Theory. This
comprehensive and adaptable framework caters explicitly to organizations, akin to Pegasi Oy,
who are vying to establish their footing in international markets within the university-focused
helpdesk solutions sector. This thesis, hence, marks a significant milestone in the development

of a new, tailored approach to market analysis.

While these theories and frameworks have been explored in various contexts before, the unique
contribution of this thesis is the cohesive application of these theoretical tools to the specific
scenario of a university-focused helpdesk solutions provider entering the Canadian market.
This application has allowed for unique insights, enriching the understanding of this market’s
dynamics and the various success factors therein. This innovative contextual application of

existing theories expands the theoretical landscape in this domain.

This research provides an empirical demonstration of how qualitative research methods can be
interwoven into market analysis and strategy development processes. The methodological
framework outlined in this thesis provides a valuable blueprint for future researchers intrigued
by qualitative market research, thereby contributing to the theoretical discourse on research

methodologies in market analysis and strategy development.
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7.5 Limitations

This study, like all research, is not without limitations. First, although the revised theoretical
framework provides an in-depth analysis of the Canadian market, it is specific to the university-
focused helpdesk solutions sector and may not be directly applicable to other industries without

modification.

Second, the study relies heavily on qualitative data, which, while rich in context, is subject to
interpretation and might not capture the full complexity of the market. Also, the findings might
not be generalizable to other geographical regions or sectors due to the specific focus on the

Canadian market.

Lastly, while collaboration with local entities is a recommended strategy, it also opens up
potential risks such as confidentiality breaches and potential dependency on the partner entities,

which were not thoroughly examined in this study.

7.6 Future Research

Future research could aim to refine the revised theoretical framework further by applying it to
other industries or geographical regions to increase its versatility and robustness. Also, there
could be an exploration of the quantitative aspects of market entry to supplement the rich
qualitative insights provided by this study. Future studies could also investigate the potential
risks and mitigation strategies involved in collaboration with local entities when entering a new
market. This would provide a more comprehensive understanding of the market entry process.
Moreover, as technology and market dynamics evolve, continual updates to the market analysis
and strategy development processes will be necessary. Therefore, further research could focus
on the continuous development and refinement of the models and strategies outlined in this

thesis, ensuring their continued relevance in a rapidly changing business environment.
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Appendix 1: Interview Questionnaire Helpdesk and Self-service Tools - for Finland
Universities (Existing customers)

1.

Common Questions:

1.1.

1.2.

1.3.

1.4.

L.5.

1.6.

1.7.

1.8.

1.9.

1.10.

I.11.

What were the most time-consuming activities before using our products? And how

have our product or services helped to solve that?

What are the most time-consuming activities relating to our products and services?

Does the system perform as expected regarding speed and reliability? Are there any

challenges or issues that you have faced while using our products?

What services or features do you prefer most?

Are there any features or services that you do not prefer to use in the existing system?
Do you think whether there is any important feature is missing from the system? What
additional features or capabilities would you like to see added to the system in the

future to better meet the needs of your university?

What task do you think should be automated/made easier?

Have you used any similar solutions in the past or in the present? How do our tools

compare to the ones you have used/using?

Have you ever taken any feedback from your end-users regarding the system?

Have you participated in the purchasing process or any initial discussions? And

have they gone really well/ was it smooth?

Not sure if this is appropriate to ask from you but let me know if you could
answer this or let me know if I should contact someone else to get this answer. Who is

involved in your purchasing decisions?
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2. Questions Related to a Technical Role:

2.1 How well do our products and services integrate with your university's existing

systems (e.g. student information system,) and was it easy to set up?

2.2 How well has the system been adopted by your IT administrators?

2.3 How valuable are the reporting and auditing capabilities of our products for meeting

university compliance and security requirements?

2.4 How has our system improved your university's overall security and management of

user identities?

2.5 What opportunities do you see in the future due to this system?

2.6 What are the main technology-related strategic challenges and problems you and your
university face? Have you taken any workarounds for each problem listed above? How

much do these problems affect you?

2.7 How would you rate the level of support you received from our support team (Were
issues resolved in a timely manner) on a scale from 1 to 5?7 Very low-1, Low-2,

Average-3, High-4, Very High-5?

3. Questions Related to the Helpdesk Role:

3.1 How has our system improved the overall managed services (Helpdesk, end-user

support) experience of your university?

3.2 How well has the system been adopted by your helpdesk users?

3.3 How useful is the self-service functionality for end-users to manage their own

accounts (e.g., password resets, profile updates, etc.)?
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3.4 With our tools, how easy is it to provision and de-provision user accounts for students,

faculty, and staff?

3.5 How well do our products and services integrate with your university's existing

systems? How user-friendly is it to work with them?

4. Closing Questions:

4.1 Would you recommend our products and services to other universities or organizations?

4.2 Is there anything else you would like to share about your experience with our product?
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Appendix 2: Understanding Helpdesk Operations and Requirements in Universities for
a Tailored Solution - Canada

1.

Background Information

1.1.

1.2.

Could you please introduce yourself and describe your role in the organization?

Can you briefly describe the size and structure of your team?

Current Helpdesk/Support Structure and Operations

2.1.

2.2.

2.3.

2.4.

2.5.

2.6.

2.7.

2.8.

Could you describe your organization's current helpdesk or support structure?

What tasks are most time-consuming for your helpdesk and for the end user

(student, employee, other)?

What tools and technologies are currently being used in your helpdesk operations?

How do you communicate with your end customer (phone, mail, chat, SMS, other)?

On average, how many sessions (phone calls, emails, etc.) does it usually take to

resolve a single case?

Can you provide an overview of your case resolution times, from initial contact to

closing the case?

Do you use an issue tracker or ticketing system? If so, could you describe how it's

used?

Do you create notes on each case to support the resolution of similar cases in the

future?
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3. Improvements and Ideal Scenarios

3.1. What features or improvements would you like to see in your current system or

situation?

3.2. Can you describe your ideal helpdesk operation scenario, without considering any

technical limitations?

4. Selection of Helpdesk Solutions and Pilot Run

4.1. Can you describe the process you would use to select a new helpdesk solution?

4.2. What are the most important features or capabilities you would look for in a new

helpdesk solution?

4.3. How would you evaluate the success of a new helpdesk solution?

4.4. What would be the key factors or conditions for you to consider running a pilot?

4.5. Would you be open to conducting a pilot run within your organization if a solution

met your requirements?

4.6. What would you expect from a helpdesk solution provider during a pilot run?

5. Internationalization, Purchasing and Regulatory Factors

5.1. Can you describe any previous experiences with purchasing international products or

services? Were there any unique challenges you faced?

5.2. What are some important factors you consider when evaluating international vendors

and their products?



5.3.

5.4.

5.5.

5.6.

5.7.

5.8.

5.9.
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Are there any socio-cultural considerations (thing pattern, work ethics, working

culture) we should be aware of while offering our solutions to your organization?

Are there any specific legal or environmental regulations that an international vendor

must adhere to while providing services to your organization?

What are your expectations in terms of technical support and service for international

products?

How does the political climate influence your decision to buy from international

vendors?

Does your organization have any preferences or requirements concerning data security

and privacy, particularly for international solutions?

How would economic factors like pricing or payment terms influence your decision to

buy from an international vendor?

How does your organization assess the sustainability (using of existing sytems or get

rid of existing systems) of a product or service from an international vendor?

Closing Questions

6.1.

6.2.

Would you be open to a follow-up conversation if we have additional questions?

Can you recommend anyone else in your organization or other universities who would

be valuable for us to speak with?
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Appendix 3: List of universities

Canadian Universities to reach regarding this research and their contacts. (No personal details

have been attached due to the requirement of ignoring GDPR related subjects)

University

Contact’s Job Title

Algoma University

Director of Technology & Innovation, Manager IT
Projects, and Development

Brock University

Manager Help Desk, Associate Vice-President & Head
of Information Tec

Carleton University

IT manager

University of Guelph

Associate Vice-President & Chief Information Officer

Université de Hearst

IT manager

Lakehead University

Desktop Support Specialist and Helpdesk Specialist

Laurentian University

Manager IT Service Desk, Director Information
Management & Systems, Manager Information
Technology

McMaster University

Director of IT Strategy and Services & Deputy CTO

Chief Technology Officer and Assistant Vice President
(CTO-AVP)

Nipissing University

Director of University Technology Services, Manager
Applications & Infrastructure

OCAD-University

Chief Information Officer, Project Lead Customer
Service

Université de I'Ontario francais

Vice-President IT

Ontario Tech University

Director Technology Operations & Assessment,
Manager, Collaborative Technologies, Director Digital
Strategy & Innovation

University of Ottawa

Systems Analyst, Application Manager
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University of Toronto

Chief Technical Officer, Associate Director Technical
Operations, Technical Director

Trent University

Senior Manager Client Support, Manager Information
Systems, Associate Vice-President, I.T.

University of Waterloo

Chief Information Officer, Manager Service Desks

University of Windsor

Executive Director Information Technology Services,
Manager Technology and Innovation, Service Desk
Specialist

York University

Director IT, Manager Information Technology

ACADIA University

IT Service Desk Manager

Rotman School of Management

Manager Salesforce and Technical Support Services




