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Abstract

The research objective of this paper is to eranthe staffing procedure of the
internationalization department of the company @ference to the origin of the
individuals selected to compose it. Subsequentéyendeavour to outline the identity
of the individual at the head of internationalipati where a special department
doesn’t exist. Additionally, we attempt to recognithe overall responsibilities and
authority spaces of the internationalization manage

Results implied the preference of individualspeenced in matters of
internationalization, for the staffing of the defpaent. Most times the owner/co-
owner undertakes internationalization responsiédijt where an internationalization
department is absent, fact that was negativelyetaied with the size of the company.
Moreover, we observed that along with internaticradion issues, such as
international sales, internationalization manageamly have to deal with the domain
of domestic sales as well.

Results presented in this paper, concern smallliium and large size companies of
various industry sectars
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INTRODUCTION

The term “internationalization” has been widelged to describe the outward
movement in a firm's international operations (Bwlh 1987). Firm’'s
internationalization has been subject to widespreasearch attention and empirical
investigation (Katsikea, Morgan, 2003).

We define the “internationalized enterprise” thg firm that has extended its
business activity far from the limits of the na@bmarket, through its involvement in
any kind of business action (exports, franchisprgduction, joint ventures etc).

A vast body of theoretical and empirical work dragizes to the role of human
capital -defined as the knowledge, competencies, and skilibodied in peoplein



international competitiveness and export perforrea@ndersson & Johansson,
2010).

The primary thought and in consequence the pyimacision-making regarding the
expansion of the business activity beyond the dtmesarket boarders, usually
derive as a result of inter-organisational and remwnental incentives. Literature and
many empirical studies that concentrate on intefaetiors influencing the primary
export decision, focus mainly on the decision-mgRerof the firms, export
manager(s) or not, their personal characteristia#tjves, objectives and aspirations
as well as their attitudes towards exporting (Aabwl, 1988; Andersen et al, 1994;
Cavusgil, 1984, 1987; and many more).

The effective organization and management of ititernationalization/ export
department are of utmost importance for a firm’pak success. Firm organizational
characteristics have an important impact on expaivity (Reid, 1980, Cavusgil and
Nevin, 1981, and Brasch, 1981) (Erdener, Wellingi®93).

Surprisingly, few empirical studies attemptecgx@amine the forms of organizational
structure and management in internationalized/ exgades organizations, regarding
the undertaking and management of internationalatvity and the export human
resources recruited to support such activities.

This paper is based on an empirical study desigmeelate a comprehensive set of
firm and management characteristics to internalipai#on activity and seeks to
identify those firm and management characteristiassociated with the
internationalized activity of manufacturing firms.

In particular, we seek to find out what kindsimdividuals are selected by Greek
internationalized manufacturing companies to stiaffir internationalization/ export
department. Also, we attempt to outline the idgnait the individual in charge of
internationalization activities (decision and agjiowhere a special department does
not exist. Furthermore, we try to recognize theraNeesponsibilities and authority
spaces of the internationalization/export manageshether a special
internationalization/ export department is mainggior not.

LITERATURE REVIEW

Starting from a review of previous literature wdl test the potential of some
directly observable structural characteristics.dd¢cesearch suggests that there may
be some specific and measurable characteristicamocomto many organizations
which can provide a more complete understandingvioy firms export or fail to
export (Cavusgil, 1987).

Organizational characteristics can successfdibginguish more active exporters
from passive ones (Cavusgil, 1984). Four of thetrfreguently studied properties of
organizational structure are size, configuratiounfber of hierarchical levels),
formalization, and centralization (James and Joh@s6) (Oldman, Hackman, 1981).

Many tasks associated with exporting are nethedirm and involve a commitment
of additional financial and human resources. Sorhé¢hese tasks are: gathering
foreign market information; hiring and training attlwhal staff; learning about export
tasks such as documentation and export financimgjf@eign market visits.

As Bauer, 2004, supports, in the past two degadmwst advanced industrialized
countries have witnessed an increase in the relatemand for skilled labour, as
evident in rising earnings inequality in the US ahd UK and an increase in the
relative unemployment rates of unskilled laboucamtinental Europe.



Top management's reluctance to allocate sefficresources for such activities,
especially those related to building the exportingrastructure, is a significant
deterrent (Cavusgil, 1987).

The effect of managers and strategies on fipeidormance is central to the study
of strategic management (Child, 1972; Hambrick Btabon, 1984) (Amason et al.,
2006).

To conduct business successfully, internatiaaibn/ export managers must be
aware of and conversant in such diverse subjectgeagraphy, culture, technology
and legal systems, while concurrently understandmgpdane topics like currency
exchange, international travel expenses and chgrigire zones. Consequently, such
individuals must be multi-skilled, especially iretbontext of the small- and medium-
sized firm sector, given that they are respondibiesales activities in markets well
beyond their domestic base (Deeter-Schmelz ebakR;2Vian, Chan, 2002) (Katsikea,
Morgan, 2003). Export executives perform importaates management activities:
They assign export sales managers to export venmttirey allocate selling effort to
existing foreign customers and prospects; and thefjuence export sales
effectiveness through the role of monitoring, diieg and coordinating export sales
managergTheodosiou, 2007).

Many theoretical models view technological anglamizational change as a process
of creative destruction involving the reallocatioh jobs and workers across and
within firms (Aghion and Howitt, 1992; Kremer andalkin, 1996; Mortensen and
Pissarides, 1998, 1999a; Thesmar and Thoenig, 2(B&)er, 2004).

Available empiricalevidence indicates that the relationships amongkéyesales
management constructs are consistent between dtiffeyales management levels
(Babakus et al. 1996Such an important distinction has been made tomateld
extent in the (domestic) sales management liteeatiideeter-Schmelz et al.
2002), but it is largely absent from the internafibsales context. Thus, there is a
dearth of knowledge about the specific export salagagement activities in selling
directly to export markets (Katsikea et al, 2007).

The way in which many firms, and mainly the snaid medium sized, approach
export sales departs greatly from sales managemeatamestic sales organizations
and large exporting firms. Particularly, domestades organizations are structured
around field sales managers, who are responsiblesdpervising, directing, and
controlling field salespeople. Between the fieldesamanager and the top sales
manager, several managerial levels may be pr€$brbdosiou, 2007). Specifically,
export sales in these firms are organized arouredindividual per export venture
who has prime responsibility for not only managimegport sales but also
simultaneously engaging in export sales activppesse. An export venture is defined
as the exporting of a specific product/product tima certain export market (Cavusgil
and Zou, 1994). These employees are based in the bountry and travel to export
markets to perform personal selling activities. alar with the domestic sales
management context, these personnel resemblesaéddpeopléTheodosiou, 2007).

Consequently, the way most companies approapbrexsales is likely to depart
greatly from sales management in large firms. TXmod sales manager not only was
typically responsible for the export venture boalvas the person who executed the
export selling activities overseas (Katsikea e2@07).



RESEARCH METHOD

The survey instrument used for this study wagelbped through a comprehensive
review of the organizational structure, change arahagement of internationalized
companies literature and 12 personal interviewsaiobtl from export directors,
employed by 12 major Greek manufacturing compamgsgesenting various sectors.

It takes the form of a structured questionnditee questionnaire survey lasted from
May to November 2010.

For our research we used data collected froernationalized companies from all
over Greece. We used a multi-industry samplinggiteso broaden the generalize
ability of the findings. Sample sectors include doproducts, mineral and ores
products, chemical and allied products, rubber glagdtic products, machinery, and
electrical, textile and mill products, medicines.€efhese industry sectors represent a
major volume of the Greek export activity. We exidd all companies belonging to
the services sector.

We randomly selected 750 exporting firms from Hellenic Foreign Trade Board’s
(HEPO) directory. This directory encounters abodtOd Greek manufacturing
internationalized enterprises. Our sample of 15%Wmanies corresponds to 11,21% of
the total population.

We used a mail survey methodology for data cbtla, along with personal visits
to the targeted firms. The key informant in ourdstus the “export sales manager/
director”. We sent about 750 questionnaires addrg@to each company along with a
cover letter that explained the purpose and objestiof the study, after a first
personal telephone contact with them. Recipient®wen instructed to pass on the
guestionnaire to the individual that holds the posiof export manager/ director in
their company/ to the individual that is in chamfethe internationalized activity of
the firm.

We received 157 usable responses. An effectegpanse rate of 20.93% was
attained.

FINDINGS

Findings presented in this paper, concern smadklium and large size companies
of various industry sectarOur research goal was the identification of thigiorof
human resources employed in the export departmenGreek internationalized
manufacturing companies, the export manager’s iiyemthere a special export
department does not exist, as well as the recogndf the responsibilities- authority
spaces of the individual in charge of internaticralon activities.

Table 1: Existence of a special
internationalization/ export department.

valid | cumulative] AS we note in table 1, 90 out of the
Frequency | Percen Percent| Percent | 157 companies _(5713%)3 maintain a
) special internationalization/ export
valid Yes 9 573 573 573 department. In 42,7% of the Greek

No 671 4271 427 100, internat.ionalized manufacturing
enterprises of the sample, such a
Total 157 1004 1004 department does not exist.




Table 2: How export department was staffed

Frequ{ % |Valid %|Cum. %

Valid With employees from other departments relevant Ry Sales, IR. 13 8,3l 14,4 14,4

With employees from other departments with no r@hee to 6| 3.8 6,6 21,0

internationalization issues.
Both cases 1 and 2. 14 8,9 15,5 36,5
New employees were hired, specialized in intermatiaation. 23] 14,6 25,6 62,2

New employees were hired and other employees wemesferred fron 34 21,7 37,8 100,0

other departments of the company.

Total 90 57,34 100,
Missing Absence of export department 67| 42,68
Total 157 100,d

Out of the 90 companies that maintained an éxgepartment, 14,4% of them
staffed this special department with employees famother department relevant with
public relations, sales, international relations @hese occupations have given them
some kind of experience in internationalization terat Only 6,6% of the firms of the
sample answered that they staffed their export rtimyeat with employees from
another department of the company with no relevdadeternationalization issues.
15,5% of the companies have chosen both the abawes wo staff their export
department. 14,6% of the companies declared tregt thcruited new manpower,
specialized in internationalization. The majoritytbe companies (21,7%) chose a
mixed type of staffing their export department. yhecruited new personnel,
specialized in exports and, at the same time, tfasferred employees from other
departments of the company.

If we run to the cumulative percentage of thertiply or holistically
“internationalization-relevant” staffing of the depment, we ascertain that almost
every company (93,4%) chose to staff the exportadepent with persons
experienced on the subject (internally or exteynadiming). That fact indicates that
the success of the department and its activitieapsrtant for the company.

In sequence, we endeavor to identify who managesnationalization/ export
activities, where a special internationalizatioxp@t department is absent.

Table 3: Who undertakes exports (absence of exigpartment)
Who undertakes exports? Frequency Percent
The owner/ co-owner 18 24,32
The C.E.O. 07 09,46
The Marketing Department 05 06,76
The communication & Public Relations Department 02 2,70
The production department 01 01,35
The department of finance 10 13,51
The logistics department 06 08,11
Other senior manager 07 09,45
Other junior manager 08 10,82
An employee 02 02,70
Other 08 10,82
Total 74 100,00




Table 1 showed us that 90 (57,3%) of the intiwnalized companies maintained
an export department, while 67 (42,7%) of them dal. So, the question that
automatically rises at this point is “who undermké@e responsibility of putting
through internalization activities in the companyovdoes not occupy an export
department™? The answers to this question are piegen table 3. The individual
that filled in the questionnaire had the opportyumnit choose more than one answers
for this particular question. The number of totas\wwers we received is 74.

As we observe in table 3, there is no trend pinatails on the matter of undertaking
exports activities. The most chosen answer (frequel8, percentage: 24,32%) was
the first one, e.g. that the owner /co-owner urakes the obligations of
internationalization. We may assume that, in a kma¢d enterprise, or in one in an
early stage of internationalization, the most adéguperson to perform all the
necessary actions in the internationalizationdtfie the owner/ co-owner. This is a
possible connection that we have to explore whethists or not.

The rest possible choices took more or less, sdmme percentage of answers,
fluctuating from 1,36% to 10,82%. For the 13,51%tlo¢é companies without an
export department, exports undertake the departofdimntance.

No correlation was found between the years dérimationalization and the
undertaking of internationalization activities hetowner/ co-owner. Chi squané)(
correlation test was usegf€7,788, sig= 0,125>0,05).

We proceed now to the examination of the possiglationship between the
undertaking of internationalization activities dyetowner/ co-owner and the size of
the company. In order to determine the size ofaherprises of the sample, we use
the number of permanent employees that the compaoypies. We divide the
companies into 4 categories. Super Small compawespying 1-9 employees, Small
companies occupying 10-49 employees, Medium conegamiccupying 50-249
employees and Large companies occupying 250+ eraedoy

We are dealing with two qualitative categoricatiables, so we use crosstabs and
chi-square (8 test.

Table 4: Company Size * owner responsible for maéipnalization. Crosstabulation

Owners Responsibility
Yes No Total

Size of the company SS (1-9) Count 7 5 12
% of Total 10,4% 7,5% 17,9%

Small (10-49) Count 6 20 26

% of Total 9,0% 29,9% 38,8%

Medium (50-249) Count 5 16 21

% of Total 7,5% 23,9% 31,3%

Large (250+) Count 0 8 8

% of Total ,0% 11,9% 11,9%

Total Count 18 49 67
% of Total 26,9% 73,1% 100,0%




In crosstabulation table 4, we observe that assithe of the company increases, the
number of observations on the owners’ responstbiliter exports decreases. At the
last size level, (large (250+employees)) we encaudibbservations.

Table 5: Chi-Square Tests

Monte Carlo Sig. (2- Monte Carlo Sig. (1-
sided) sided)
99% Confidence 99% Confidence
Interval Interval
Asymp. Sig. Lower | Upper Lower Upper
Value df (2-sided) | Sig. | Bound | Bound | Sig. | Bound | Bound
Pearson Chi-Square 9,276% 3 ,026 ,022b ,019 ,026
Likelihood Ratio 10,533 3 ,015| ,022° ,018 ,026
Fisher's Exact Test 8,373 ,031°| 027 ,036
Linear-by-Linear 6,842° 1 ,009| ,010° ,008 ,013| ,006° ,004 ,008
Association
N of Valid Cases 67

a. 2 cells (25,0%) have expected count less than 5. The minimum expected count is 2,15.
b. Based on 10000 sampled tables with starting seed 92208573.

c. The standardized statistic is 2,616.

Table 5 shows that 2 cells (25,0%) have expecbedit less than 5. That's why we
use the Fisher Exact Test. Level of significanceegiin table 11 = 0,031<0,05. So,
we discern a correlation between the size of thmpamy and the undertaking of
internationalization activities by the owner/ coymw. The direction of the correlation
is probably negative, as table 4 implies, becauseemrs of internationalization
increase the undertaking of exports managemenidypwner decreases.

Continuing our examination on the organizationatructure of Greek
internationalized companies, regarding the intéonatization/ exports domain, we
proceed to the authority identification of the wdual responsible for
internationalization activities in the company. Jiperson may be at the head of the
special export department, if such a departmenst®xor it may just deal with
internationalization issues/ exports management.

In order to do so, we examine whether the espodnager, export department may
exist or not, is responsible for other sectorshefcompany as well, or not.

Table 6. Existence of authority of the person atdhef internationalization
activities in other sectors of the company

Frequency Percent Valid Percent Cumulative Percent
Valid Yes 102 65,0 65,0 65,0]
No 55 35,0 35,0 100,0
Total 157 100,0 100,0




As shown in table 6, the vast majority (102/163%) of the persons at head of
internationalization processes and activities haddéal with other domains of
responsibility as well. It makes sense to wondehdfre is a correlation between the
existence of a special export department and theusive dealing with
internationalization matters of the person thattibead of it. Results are presented in
tables 7 and 8.

Table 7. Existence of export department * Exiséeoicauthority in other sectors of
the company Crosstabulation

Existence of authority of the person at head of
internationalization activities in other business ectors
Yes No Total

Existence of Yes Count 45 45) 90

export % of Total 28,7% 28,74 57,39
department

No Count 57, 10 67

% of Total 36,3% 6,494 42,79

Total Count 102 55 157

% of Total 65,0% 35,094 100,09

As we observe in table 11, half of the compartiest maintained an export
department, declared that the person at headlwdstto deal with other activities with
no relevance to internationalization as well. Sofirat glance, a special correlation
between the two variables is not suggested. Oottier hand, the companies that had
not formed an export department declared that #st majority (57/67, 85,07%) of
their internationalization managers, had to deab alith other business aspects.
Results are verified in table 8.

Table 8. Symmetric Measures

Variables are both
Value Approx. Sig. | dichotomous. In order

to ascertain the
existence or the
Cramer's V ;364 ,000] absence of correlation
between them, we use

Nominal by Nominal Phi -,364 ,000

N of Valid Cases 157

the phi (p) coefficient.

Table 8 presents the value of the phi coeffic(ed,364). Given that the coefficient
belongs to [-1,1], the correlation between thestexice of an export department and
the existence of authority of the person at heatdht@rnationalization activities in
other sectors of the company is slightly negativiee column “approx.sig” of the
table, shows that the correlation between the tewgables is statistically important
(sig=0,000<0,05). In combination with data givertable 7, we may assume that the
absence of an export department indicates the mesef multiple sectors of
authority and action for the individual at headrdérnationalization activities.

The fact that the mass majority of internaticretlon managers are involved in
other business activities makes us wonder aboukittteof activities they have to put
through. Results follow in table 9.



Table 9. Other responsibilities of the person aichef internalization activities -
Frequencies

Cumulative
Frequency Percent | Valid Percent Percent

Valid Domestic Sales 39 24,8 38,2 38,2
Finance - Accounting 12 7,6l 11,8 50,4
Marketing 12 7.6 11,8 61,4
General Director or C.E.O. 9 5,7 8,8 70,9
Production - Logistics 11 7,0 10,8 814
Everything 9 5,7 8,8 90,4
Supplies - Purchases 6 3,8 5,9 96,1
Public Relations-Communication 4 2,5 3,9 100,
Total 102 65,0 100,d

Missing No other occupation 55 35,0

Total 157 100,¢

Table 9 implies the prevalence of a trend timaitnects people who are employed
in internationalization activities/ exports, aneyhare also up to other sectors of the
company, with the domain of domestic sales. Thegrgages of the other occupation
fields are relatively close. We conducted a coti@ta(y’) test between the domain of
responsibility and the size of the company andésh’'t appear to be any significant
correlation between them?21,608, sig=0,272>0,05).

DISCUSSION

Few empirical studies attempted to examinefdines of organizational structure
and management in internationalized/ export salegnizations, regarding the
undertaking and management of internationalizedvigctand the export human
resources. Trying to bridge the gap, we investtjaia the below organizational
characteristics.

As suggested, there may be some specific anduraze characteristics common
to many organizations following an internationadizactivity (Cavusgil, 1987). One
of them could be an organisational change occurdug to the internationalized
activity of the firm, such as the creation of a@pkedepartment responsible for the
design and the implementation of international@astrategy/ activities. Our results
shown that more than half of the companies of tampde, had formed and
maintained a special internationalization/ exp@pattment, a fact that occurred as a
result of their entrance into the “internationalarket.

The effective organization and management of exgades department are of utmost
importance for a firm’s export success. As poinbedl very clearly in literature, the
management of internationalization issues has twitto many special tasks that are
new to the firm and involve a commitment of addiab financial and human
resources (Cavusgil, 1987). Such activities (whiololve gathering foreign market



information; hiring and training additional staféarning about export tasks such as
documentation and export financing; foreign markisits and more) should be
carried out by multi-skilled individuals, given thiéhey are responsible for business
activities in markets well beyond their domesticdgdDeeter-Schmelz et al, 2002;
Man, Chan, 2002) (Katsikea, Morgan, 2003). As B4@6604) claims, during the past
two decades most advanced industrialized courttags witnessed an increase in the
relative demand for skilled labour, as evidentiging earnings inequality in the US
and the UK and an increase in the relative unenmpéoy rates of unskilled labour in
continental Europe. Simpson & Kujawa (1974) anddP@\& Bogard (1975) drew
much the same conclusion. Managers in firms widviieemphasis on exporting tend
to be more internationally oriented than managémh® other firms. Our empirical
results shown that Greek internationalized manufawy companies are well aware
of the importance that the staffing procedure @& ihternationalization department
has, as the persons who compose it play a veryatmade towards the success of the
internationalization efforts of the company. Thepye it by choosing to staff their
relevant departments with people experienced avagit with internationalization
issues (internally or externally coming) and alsgify the point that follow many
theoretical models, that view technological andaargational change as a process of
creative destruction involving the reallocationjalbs and workers across and within
firms (Aghion and Howitt, 1992; Kremer and Maskit996; Mortensen and
Pissarides, 1998, 1999a; Thesmar and Thoenig, 2(B&)er, 2004)

It's also argued that the effect of managers stnategies on firm performance is
central to the study of strategic management (CHiF2; Hambrick and Mason,
1984) (Amason et al., 2006). The majority of litera refers to the role of the export
department and its workforce. There is a relativeeace of research on the identity
of the export manager and the role that has to ipldlge company, where an export
department is absent. As we noted in our reseancimost companies without a
special exports department, the owner /co-owneretakies the obligations of
internationalization and becomes the exports mandge correlation was found
between the years of internationalization and theeuaking of internationalization
activities by the owner/ co-owner. On the contraay,negative correlation was
observed between the size of the company and ttheriaking of internationalization
activities by the owner/ co-owner.

Available empiricakvidence indicates that the relationships amongkéyesales
management constructs are consistent between atiffeyales management levels
(Babakus et al. 1996Such an important distinction has been made tomateld
extent in the (domestic) sales management liteea(lleeter- Schmelz et al.
2002), but it is largely absent from the internatibsales context. Thus, there is a
luck of knowledge about the specific expordles management activities in
selling directly to export markets (Katsikea et24l07).

In our research we noticed a connection betwheruhdertaking of domestic and
international sales from the same individual. Warténtioning that for only 35% of
export managers, export activities are their selupation. The rest 65%, is engaged
with many different activities, such as finance, rkeéing, production, public
relations. About 6% of the internationalizationpper managers of the companies of
the sample answered that their occupation incleslesything in the company.

Further research could be directed toward ¢meetation of the above findings with
factors such as the size of the company, the s@dbetongs, its export performance,
its level of internationalization and the kind ¢ involvement in the international
market.



CONCLUSION

Although the critical role human capital plagsvards international competitiveness
and export performance of internationalized firssvell recognised by a significant
body of the literature, few empirical studies aféed to examine the forms of
organizational structure and management in intemnalized/ export sales
organizations, regarding the undertaking and manageof internationalized activity
and export human resources.

This paper, based on an empirical study desigoedlate a comprehensive set of
firm and management characteristics to internalipaizon activity; attempts to
identify those firm and management characteristissociated with that activity.
Specifically, goal of the survey was to recognize s$taffing procedure of the export
department of the internationalized company, ireneice to the human resources
selected to compose it. In cases that such depatrweesn’t maintained, we tried to
outline the export manager’s identity. Finally, temdeavoured to define the
responsibilities-authority spaces of the internaiation manager, independently of
the existence of the relevant department.

The results that arose from the survey conserall, medium and large enterprises,
in all stages of their internationalization procexu

Findings showed that more than half of firms beshted and maintained a special
export department, in order to support their irdéionalization activities.

Almost every company chose to staff its exp@pattment with individuals with
experience on the subject (internally or externatiyning), a point that underlines the
fact that the success of the export departmerftgseat importance for the company.

As far for the identity of the exports managehere a special internationalization/
export department is absent, we found that almastyedepartment in the company is
considered to be capable of putting through thegabbn that the export activity
entails. The only trend that slightly prevailed tl®e undertaking of the export
management by the owner/ co-owner of the orgamimatA probably negative
correlation between the years of internationalvagtiand the exports management
undertaking by the owner/ co-owner was observedlewto correlation was found
between the undertaking of the exports managemetttdbowner/ co-owner and the
size of the enterprise.

We also noted that the mass majority (65%) ef ékports managers had to deal
with other domains of responsibility, except exporn fact, phi correlation test
showed that the absence of an export departmeidated the presence of multiple
sectors of authority and activity for the exportsamager. Along with
internationalization issues, such as internaticasts, exports managers mainly have
to deal with the domain of domestic sales as \Wdils is the prevailing trend. Other
business sectors also appear in all fields of theerprise, at almost similar
percentages. No correlation between the domairctofity and responsibility, except
internationalization, of the exports manager and #ize of the company was
observed.

Business sectors, firm’s internationalizatitrategy and export performance, level
of internationalization are some factors that tih@jpact could be examined in future
research.
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