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Abstract

Bootstrapping plays a vital role in the life of small and medium-sized enter-
prises. By providing a large variety of financing alternatives bootstrapping
ensures the existence of entrepreneurship, even though, too less attention is
paid to bootstrapping in the specific literature. Therefore, the master thesis
strives to eliminate the gaps in the theory by bringing new insights in the
field of bootstrapping.

The purpose of the master thesis is to investigate the usage of boot-
strapping methods and understand the main motives for using these
methods from a sectorial and cross-national point of view.

In order to accomplish the purpose, the research has been carried out
among travel agencies and tour operators (both belonging to the tourism
sector) from Sweden, Latvia and Romania by conducting 11 semi-structured
interviews, as well as by collecting 50 internet-mediated questionnaires.

Empirical findings were analyzed and interpreted through the 4-category
Model that was created for gaining a deeper understanding of the phenom-
ena of bootstrapping. Results showed that there is a certain trend in the
usage of bootstrapping methods within the tourism sector. Thus, seek-
ing out best conditions possible with supplier/s and obtaining payments in
advance from customer are recognized to be the most important bootstrap-
ping techniques for the travel agencies and tour operators. Moreover, it was
found that the main motive for bootstrapping is cost reduction. In addi-
tion, the results revealed that there are no significant differences in the
usage of bootstrapping methods and in the motivation that lay behind
bootstrapping from a cross-national point of view.
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| Introduction

It is world-wide recognized that small and medium-sized enterprises (further in the text —
SME'c) play a significant role in the global economy — SMEs are the backbone of economic
growth and job creation in the society (Winborg & Landstrom, 2001; Ebben & Johnson,
20006). Consequently, SMEs financing has always been of great interest for the entire socie-
ty, including practitioners and academics.

The success of SMEs mainly depends “on the entrepreneurs’ ability to identify and access
sufficient sources and levels of capital” (Neeley & Van Auken, 2009, p.399) and for this
reason “one of the most important decisions that entrepreneurs make is financing the op-
erations of their enterprises” (Carter & Van Auken, 2005, p.129). For funding SMEs and
their growth there are two main options for raising funds — internally or externally. When it
comes to internally funded resources, the enterprise can choose to use its own savings, the
cash flow of the enterprise or retained earnings. If the enterprise decides on resorting to
externally funded resources, it can choose between equity, such as funding resources from
venture capitalists, business angels, private equity placement or debt, such as bank loans
(Welter, 2011). However, in spite of many funding options, SMEs encounter a large variety
of problems in their search for funds to support their business ideas or for the develop-
ment or growth of their enterprises.

Thus, applying for external funding usually turns out to be unsuccessful for most SMEs,
because there are many difficulties in obtaining external funding resources. It comes out
that SMEs have limited access to external capital due to many constraints, such as infor-
mation asymmetry (Winborg & Landstrém, 2001; Ebben & Johnson, 2006; Neeley & Van
Auken, 2009), high transactions costs (Winborg & Landstrém, 2001; Ebben & Johnson,
20006; Neeley & Van Auken, 2009), credit rationing (Cassar, 2004; Neeley & Van Auken,
2009) and poor credit ratings (Neeley & Van Auken, 2009). Taken together, external capital
usually is relatively expensive, if available at all (Winborg & Landstrom, 2001) and even if it
is available, SMEs are often not able to meet the criteria requested by potential investors
(Bhide, 1992). Although limited access to external funding is the main reason for searching
other funding possibilities, sometimes SMEs choose not to seek credits, because they pre-
fer internal funding in principle (Neeley & Van Auken, 2009).

There are many internal funding possibilities for SMEs and they encompass a wide range
of bootstrapping methods. “Bootstrapping methods include a combination of techniques
that reduce overall capital requirements, improve cash flow, and take advantage of personal
sources of financing” (Ebben, 2009, p.347). In other words, bootstrapping refers to the use
of different methods available for SMEs, in order to meet the need for resources without
relying on external sources of finances (Winborg & Landstrém, 2001). Being such a wide-
spread solution for businesses (Winborg & Landstrom, 2001; Ebben & Johnson, 2000),
bootstrapping allows the entrepreneurs to choose between a large variety of financing al-
ternatives. Basically, the entrepreneurs have the opportunity to joggle with the resources
that they have for using the financial bootstrapping methods (Neeley, 2004).

“Many small firms cope with the challenges of capital acquisition through bootstrap financ-
ing methods” (Carter & Van Auken, 2005, p.131). SMEs use bootstrapping methods in ob-
taining financial resources, since they are more accessible and more convenient than exter-
nal debt or equity, as well as seizing achievable benefits from the bootstrapping methods,
such as financial independence.



l.1 Problem

Although bootstrapping is crucial for the survival of SMEs, the field of bootstrapping is
not researched sufficiently. By reviewing the literature on entrepreneurial finance it can be
concluded that the higher importance is given to external financing, such as debt and espe-
cially equity and not to financial bootstrapping, even though the last one is the most im-
portant means of entrepreneurial finance used (Lam, 2010). It is recognized that too little
attention is paid to research on bootstrapping (Winborg & Landstrom 2001; Harrison, Ma-
son & Girling, 2004; Carter & Van Auken, 2005; Ebben, 2009; Lam, 2010; Perry, Chandler,
Yao & Wolff, 2011).

Although there have been aspirations to expand the investigation on bootstrapping by
many researchers such as Winborg and Landstrém (1997, 2001), Harrison et al. (2004), Van
Auken (2005), Carter and Van Auken (2005) Winborg (2009), Ebben (2009), Neeley and
Van Auken (1996, 2009), Perry et al. (2011), extant research is rather limited due to relative-
ly small samples or specific location of samples and findings cannot be generalized. For this
reason researchers have suggested other essential directions for future research, in order to
expand the knowledge and understanding of bootstrapping.

Firstly, Van Auken and Neeley (1996), Cassar (2004), Carter and Van Auken (2005) and
Winborg (2009) have suggested to research the usage of bootstrapping methods more in
depth, as well as to examine the motives for using the bootstrapping methods. Taking into
account that SMEs contribute significantly to the global economy (Winborg & Landstrom,
2001; Ebben & Johnson, 2006) and knowing that SMEs have difficulties in obtaining fi-
nancial resources (Winborg & Landstrém, 2001; Ebben & Johnson, 2006; Neeley & Van
Auken, 2009), it is crucial to develop and disseminate the useful knowledge of bootstrap-
ping among both practitioners and academics. By having knowledgeable professionals,
there will be much more successful enterprises and the global economy will flourish, bring-
ing many benefits to the society. On this basis, this particular master thesis will be focused
directly on bootstrapping methods and the motives that lay behind them.

Secondly, Cassar (2004) has suggested examining specific industries, in order to understand
better the financing and the capital structure, as well as the specific motivations related to
the type of industry. Until now some studies have been conducted in the software and
technological/non-technological industties (Freeat, Sohl & Wetzel, 1995; Harrison & Ma-
son, 1997; Harrison et al. 2004; Van Auken, 2005), and little attention has been given to the
services industry (Ebben & Johnson, 2006; Neeley & Van Auken, 2009) and no attention
has been given to a specific sector. Consequently, it would be valid to do further research
in a particular sector of the services industry.

In particular, the tourism sector creates a special interest for bootstrapping studies due to
the aspect of seasonality. Statistics have shown that the demand for tourism services is in-
fluenced by the season (Eurostat, 2010). Seasonality is a distinctive feature of tourism sec-
tor, as well as the major challenge (Butler, 1998), because it causes a number of problems.
It is believed that the main problem is irregular cash flow that in turn leads to the difficul-
ties in accessing capital. Therefore, SMEs within the tourism sector are forced to obtain the
resources they need in all possible ways by embracing internal potentialities and external
possibilities by using also social networking. Respectively, the entrepreneurs are con-
strained to practice bootstrapping.

Even though there are many players in the economy that are affected by the tourism, ac-
cording to statistics tourism “is the most important to travel agencies and tour operators,



where tourism represents 100% of the added value” (Swedish Agency for Economic and
Regional Growth, 2011, p.16). It means that especially the travel agencies and tour opera-
tors are totally dependent on the tourism activities and are affected directly by the seasonal-
ity and following problems. For the sake of clarity, travel agency is “an agency that makes
the necessary arrangements for travellers” (Oxford Dictionary of English, 2012a), but tour
operator is “a travel agent specializing in package holidays” (Oxford Dictionary of English,
2012b). Eventually, by taking all arguments together it seems relevant to expand the re-
search on bootstrapping in the tourism sector, particularly among the travel agencies and
tour operators.

Moreover, along with the sectorial research on bootstrapping, Carter and Van Auken
(2005) and Winborg (2009), who examined the motives for using different financial boot-
strapping methods, have suggested extending the studies on bootstrapping, to other coun-
tries, because there are different influential factors in different countries (for instance, legis-
lation, culture, economic situation etc.). Therefore, they believe that the motives for choos-
ing different bootstrapping methods should be also different. In addition, Ii, Lam and Qi-
an (2001) have revealed that “some past research has suggested that there is a moderating
effect of societal culture on firm behavior (Li et al., 2001, p.116). Besides, national culture
can affect managerial decision-making (Puffer, 1993) and it means that financing decisions,
including decisions regarding the use of bootstrapping, might be also influenced by nation-
al culture. Li et al. (2001) have pointed out that also economic, political and judicial factors
influence firm behavior.

Consequently, it is expected that there could be differences in the usage of bootstrapping
methods, as well as in the motivation for choosing bootstrapping methods in different
countries, and a cross-national study could support this expectation. For this reason this
master thesis will strive to elucidate these issues and it will provide not only a sectorial, but
also cross-national study. In particular, Sweden, Latvia and Romania are chosen as the
countries where the cross-national study will be conducted. Even though all these countries
are the members of European Union (further in the text — EU), they present different eco-
nomic, political, judicial and cultural conditions. Additionally, it should be emphasized that
another important reason for selecting these specific countries is the authors’ easy access to
the necessary data for the empirical study.

To sum up, in order to fill the gaps in the theory and in this way bringing new knowledge
on bootstrapping, this master thesis will elucidate the usage of bootstrapping methods and
the motives behind them among travel agencies and tour operators from Sweden, Latvia
and Romania by conducting a sectorial and cross-national study.

1.2  Purpose

The purpose of the master thesis is to investigate the usage of bootstrapping meth-
ods and understand the main motives for using bootstrapping methods from a sec-
torial and cross-national point of view. More precisely, the master thesis seeks to inves-
tigate these issues among travel agencies and tour operators from Sweden, Latvia and Ro-
mania.

Until now there has been no research conducted that reveals the phenomena of bootstrap-
ping from a sectorial and cross-national point of view. Therefore, by accomplishing the
purpose of the master thesis, new knowledge about bootstrapping will be brought from an
absolutely different perspective.



1.3  Research questions

In order to accomplish the purpose of the master thesis, the research questions are defined:

» Are there any differences in the usage of bootstrapping methods among the travel
agencies and tour operators from Sweden, Latvia and Romania?

» Are there any differences in the motivation that lies behind the choice of using particu-
lar bootstrapping methods among the travel agencies and tour operators from Sweden,
Latvia and Romania?

Contributory questions help to answer the main research questions (Andrews, 2003) and
the contributory questions of the master thesis are:

» Which bootstrapping methods ate used by travel agencies and tour operators from
Sweden, Latvia and Romania?

» What are the main motives of travel agencies and tour operators from Sweden, Latvia
and Romania for choosing particular bootstrapping methods?



2 Frame of reference

It is already a well-known fact that the majority of businesses all over the world are SMEs
that face many difficulties in obtaining external funding (Bhide, 1992; Winborg & Land-
strtom 2001; Lam, 2010). For this reason, business owners need to find alternative ways of
financing. Thus, bootstrapping is considered to be the most important way of obtaining en-
trepreneurial finances, much more important than equity or debt, 90% of new ventures be-
ing financed by non-traditional means of finance according to the Global Entrepreneurship
Monitor (2004) as mentioned by Lam (2010). Traditionally theory links bootstrapping sole-
ly to the necessity of obtaining financial resources, calling it a last resort (Winborg, 2009).
In reality, however, bootstrapping as a way of obtaining financial resources also provides a
number of considerable benefits to business owners: (1) bootstrapping offers the business
owners the opportunity to obtain the results they prefer, (2) the resources tend to be ob-
tained more cost effectively through bootstrapping methods, and (3) the usage of boot-
strapping methods tend to be a less risky variant for the business owners (Neeley & Van
Auken, 2009). Apparently, bootstrapping is more than just a last resort and it presents a
great value for entrepreneurship.

Regardless of the fact that bootstrapping methods are used very often in practice (Harrison
et al., 2004, Carter & Van Auken, 2005; Van Auken, 2005; Lam, 2010), many authors that
have investigated bootstrapping emphasize that the field of bootstrapping has not received
enough attention from researchers, the finance and business development literature on
bootstrapping being very limited (Harrison et al.,, 2004, Carter & Van Auken, 2005; Van
Auken, 2005; Lam, 2010). Nevertheless, different directions in the research on bootstrap-
ping have been pursued since a number of researchers have been looking for the answers
related to the phenomena of bootstrapping.

In order to answer the main and contributory research questions of the master thesis, in
this way accomplishing also the purpose, the available literature on bootstrapping is re-
viewed and the frame of reference is created as the guide for the empirical research. The
following frame of reference starts with the definition of bootstrapping, the review of
bootstrapping methods and their usage among SMEs, continuing with revealing the im-
portance of social networking, the motives that lay behind bootstrapping and ending with
defining a model that separates the bootstrapping methods in 4 categories.

2.1 Defining ‘“bootstrapping”

Bootstrapping is a widely used term that is known in a large variety of fields, from biology
to physics, software, law, linguistics, etc. According to Cornwall (2010) the term bootstrap-
ping was first mentioned in the early 1900s in the America and was used in the phrase “to
pull oneself up by the bootstraps”, meaning self-reliance. Over time, this term started to be
used in the business environment, meaning the capacity of an entrepreneur to use limited
funds for starting or growing an existing business. A concrete definition in the business lit-
erature was given by Bhide in 1992 after interviewing the founders of 100 companies in the
United States. He defined bootstrapping as a way of “launching ventures with modest per-
sonal funds” (Bhide, 1992, p.110). Bhide’s (1992) conception of bootstrapping was narrow,
because he related bootstrapping only with starting a new business. Afterwards bootstrap-
ping was also defined as “highly creative ways of acquiring the use of resources without
borrowing money or raising equity financing from traditional sources” (Freear et al., 1995).

Nevertheless, in 2001 Winborg and Landstrém stated that “financial bootstrapping refers
to the use of methods in order to meet the need for resources without relying on long-term



external finance from debt holders and/or new owners” (Winborg & Landstrom. 2001,
p.235-2306). Starting from the Swedish study of Winborg and Landstrom (2001), the con-
cept of bootstrapping has been defined also as: (1) an “opportunity for a firm to develop
and grow without necessarily incurring additional debt (which would represent a further
drain on working capital and cash flow) or involving a loss of control of the business
(which is a widely perceived, if misunderstood, consequence of selling equity in the busi-
ness)” (Harrison et al., 2004, p.310), (2) “a set of methods used to meet a venture’s re-
source needs while avoiding financial transactions” (Neeley, 2004, p.4), (3) the “methods
for obtaining resources that collectively reduce the need for outside financing” (Ebben,
2009, p.346) and (4) “finding ways to avoid the need for external financing or funding
through creativity, ingenuity, thriftiness, cost-cutting, or any means necessary’” (Barringer &
Ireland, 2010, p.344). Moreover, Cornwall (2010) stated that “bootstrapping is not just
finding the cheapest way to do something; rather, bootstrapping is about creating the de-
sired impact using only those resources that are necessary to achieve the desired outcomes”
(Cornwall, 2010, p.140).

In result, it can be concluded that bootstrapping refers to the use of different methods and
techniques available to entrepreneurs in case of necessity for raising funds internally, simul-
taneously reducing the need for external finances. However, in the research of the master
thesis the definition given by Winborg and Landstréom (2001) is used — “financial boot-
strapping refers to the use of methods in order to meet the need for resources without rely-
ing on long-term external finance from debt holders and/or new owners” (Winborg &
Landstrom. 2001, p.235-2306)

2.2 Bootstrapping methods

A number of researchers, such as Freear et al. (1995), Winborg and Landstrém (1997,
2001), Harrison et al. (2004), Neeley (2004), Barringer and Ireland (2010), Perry et al.
(2011), have indicated the variety of bootstrapping methods. Moreover, bootstrapping
methods have been studied from different perspectives, in this way bringing different in-
sights into the field of bootstrapping.

Freear et al. (1995) and Harrison et al. (2004) identified over 30 bootstrapping methods
used particulatly in the software industry and in addition they divided the bootstrapping
methods utilized specifically in product development and in business development. For in-
stance, Freear et al. (1995) and Harrison et al. (2004) indicated that in the product devel-
opment such bootstrapping techniques as research grants, royalties from customers or cus-
tomer funded research and development are used, but in the business development the en-
trepreneurs use different bootstrapping methods such as payment delaying, barter ar-
rangements, reduced compensations etc. Although Freear et al. (1995) and Harrison et al.
(2004) identified many bootstrapping methods, many of them are utilized specifically in the
software industry and their usage cannot be generalized directly to other SMEs from differ-
ent industries.

Also Neeley (2004) identified over 30 bootstrapping techniques, which he divided in the
following 12 categories: (1) the owner’s financial and real assets, (2) the entrepreneurs per-
sonal borrowing, (3) relationship resources, (4) barter, (5) quasi-equity, (6) cooperative as-
sets, (7) customer and client financing, (8) cash and asset management, (9) leases, (10) out-
sourcing, (11) subsidies and incentives and (12) foundations. Nevertheless, Neeley (2004)
ranked the bootstrapping methods that are available for the entrepreneurs, considering and
summarizing only the theory.



The studies mentioned previously do not offer the broad overview of bootstrapping meth-
ods due to limited scope. However, Winborg and Landstrém (1997, 2001) and Perry et al.
(2011) have offered a wider and more comprehensible view on bootstrapping methods.

By focusing on financial bootstrapping methods used by business owners in Sweden, Win-
borg and Landstrom (1997, 2001) identified 32 bootstrapping methods, 19 of them aiming
to minimize the need for capital and 13 aiming at meeting the capital needs of the busi-
nesses without involving external funding, such as loans or involving new partners (see
Appendix 1). They argued that there are bootstrapping techniques, such as buying used
equipment instead of new or using routines in order to speed up invoicing, that reduce the
need for capital; and bootstrapping techniques such as seeking out best conditions possible
with supplier/s or withholding managet’s payments for shorter or longer periods, in order
to meet the need for capital (Winborg & Landstrom, 1997, 2001). Winborg and Landstrém
(1997, 2001) offered the first comprehensive studies on bootstrapping.

An interesting aspect on the bootstrapping methods is offered by Perry et al. (2011). They
provided consistent insights on bootstrapping differentiating between two groups of boot-
strapping techniques: cash-increasing versus cost-decreasing and internally versus externally
oriented bootstrapping methods (Perry et al., 2011). Perry et al. (2011) defined: (1) cash-
increasing bootstrapping methods as the techniques that bring cash for the company, and
(2) cost decreasing bootstrapping methods as the techniques that reduce the need for cash.
In addition, Perry et al. (2011) also grouped the bootstrapping methods as: (1) internally
oriented — the ones that can be used within the direct control of the founders, and (2) ex-
ternally oriented — the ones that require intervention from stakeholders of the company.

Interestingly, the separation between cash-increasing and cost-decreasing bootstrapping
methods identified by Perry et al. (2011) reflect Winborg and Landstrém’s (1997, 2001)
separation between the bootstrapping techniques that contribute for meeting the need for
capital and the ones that help to reduce the need for capital. However, Perry et al. (2011)
and Winborg and Landstrém’s (1997, 2001) have used different bootstrapping methods for
their studies.

2.3  Usage of bootstrapping methods

Since there are different bootstrapping methods identified by researchers, also the usage of
bootstrapping methods from different aspects has been examined in the course of time.

Freear et al. (1995) and Harrison et al. (2004) examined the usage of bootstrapping meth-
ods in the software sector, the former in the United States and the latter in United King-
dom. They found that there are different bootstrapping methods exploited in product de-
velopment and in business development (Freear et al., 1995; Harrison et al., 2004). Moreo-
ver, Harrison et al. (2004) found that small enterprises tend to bootstrap more for business
development and they more likely use bootstrapping, in order to reduce costs. Additionally,
the results of the research conducted by Harrison et al. (2004) showed that there are the
differences in the usage of bootstrapping methods between the two countries — the United
Stated and United Kingdom. In fact, the studies completed by Freear et al. (1995) and
Harisson et al. (2004) were the first sprouts of sectorial studies on bootstrapping, because
they conducted their researches in a particular sector; and these were also the first studies
that compared the usage of bootstrapping methods in two countries, in this way striving to
make cross-national studies.



On the basis of the findings of Freear et al. (1995) and Harisson et al. (2004), it is ex-
pected that: (1) small enterprises from the tourism sector, in this case travel agen-
cies and tour operators, mainly use bootstrapping, in order to reduce costs, and (2)
there will be differences in the usage of bootstrapping methods from a cross-
national perspective.

Later, also Van Auken (2005) conducted a sectorial study, more precisely he investigated
the usage of bootstrapping methods in technological and non-technological sectors in the
United States and the results showed that there are differences in the usage of bootstrap-
ping methods among the technological and non-technological firms. Basically, Van Auken
(2005) found that the bootstrapping methods that improve cash inflows are more im-
portant for the firms from technological sector, but the techniques that reduce costs are
more important for the firms from non-technological sector, this being explained with the
fact that traditional sources of capital are more available for nontechnology-based enter-
prises than for technology-based enterprises (Van Auken, 2005). Taking into account that
the tourism sector is non-technology sector the findings of Van Auken (2005) lead to
the same assumption that was based on the findings of Freear et al. (1995) and
Harisson et al. (2004). Respectively, it is expected that the travel agencies and tour
operators value more the bootstrapping methods that reduce costs.

Additionally, by taking together the findings of the studies conducted by Freear et al.
(1995), Harrison et al. (2004) and Van Auken (2005), it can be concluded that the usage of
bootstrapping methods among SMEs differ depending on the sectors they work in. Conse-
quently, it is expected that the travel agencies and tour operators within the tourism
sector also use specific bootstrapping methods.

Also Winborg and Landstrom (2001) examined the usage of bootstrapping techniques.
They investigated small business managers’ use of financial bootstrapping methods in Swe-
den by using the 32 bootstrapping methods identified in 1997. The findings of the study
conducted by Winborg and Landstrom (2001) revealed the usage of 32 bootstrapping
methods, including the results that showed the six most commonly used and the six less
commonly used bootstrapping methods. The most commonly used bootstrapping methods
are:

(1) buy used equipment instead of new (78%),

(2) seck out the best conditions possible with suppliers (74%),

(3) withhold manager’s salary (45%),

(4) deliberately delay payments to suppliers (44%),

(5) use routines for speeding up invoicing (44%),

(6) borrow equipment from others (42%) (Winborg & Landstrém, 2001).

The most commonly used bootstrapping methods have different impacts on the financial
situation of the business: the first five mentioned groups have the tendency to decrease the
use of financial resources that belong to the business, but the sixth eliminates completely
the use of financial resources because it relies more on social networking (Winborg &
Landstrom, 2001).

In turn, the less commonly used bootstrapping methods are:

(1) obtain subsidy from the Swedish foundation Innovationscentrum (0%),

(2) raise capital from a factoring company (3%),

(3) obtain subsidy from the Swedish National Board of Industrial and Technical Develop-
ment (6%),



(4) obtain subsidy from the Swedish County Labor Board (8%),
(5) share employees with other businesses (8%),
(6) share equipment with other businesses (8%) (Winborg & Landstrém, 2001).

Considering the previously mentioned assumption that the travel agencies and tour opera-
tors within the tourism sector most probably use specific bootstrapping methods, it is as-
sumed that the most used and the least used bootstrapping techniques in the tour-
ism sector could differ from the ones identified by Winborg and Landstrém (2001).

Nevertheless, there is still insufficient research conducted among different sectors, in order
to be able to make relevant comparisons between them. For this reason, the research of the
master thesis will investigate the usage of bootstrapping methods among travel agencies
and tour operators from the tourism sector, in this way contributing to the studies that
have been conducted in certain sectors and thereby coming one step closer to offering a
comparison between different sectors related to the usage of bootstrapping methods.
Moreover, there has not been any research conducted in the tourism sector that relates to
bootstrapping.

2.4 Importance of social networking in the process of boot-
strapping

Bootstrapping requires the intervention of different stakeholders, such as customers, sup-
pliers, government, friends, family, other businesses etc.; thereby social networking pre-
sents a great importance in the process of bootstrapping (Jones & Jayawarna, 2010). More-
ovet, it is already known that there is a relationship between the success of a business and
social networking that is dependent on a large variety of factors, including type of sector,
strategy, characteristics of entrepreneurs and networking skills, etc. (Jones & Jayawarna,
2010).

The theory has identified three types of relationships between different stakeholders:
strong ties, weak ties and “brokerage”. Strong ties have been defined as “entreprencurs’
links with those people they know well and trust” (Jones & Jayawarna, 2010, p.133). Strong
ties are usually formed with family members and friends and are known as providers of in-
formation, knowledge, also skills that are complementary to the ones of the entrepreneurs
and emotional support (Jones & Jayawarna, 2010). According to Larson and Starr (1993) as
stated by Jones and Jayawarna (2010), strong ties are especially used in the crucial starting
years of the businesses, but along with the growth of the businesses, entrepreneurs start al-
so using weak ties. Weak ties are formed in relation to various stakeholders such as cus-
tomers, suppliers, other businesses they get in contact with, etc. and usually provide diverse
types of information and even more important the necessary or sometimes complementary
resources needed (Jones & Jayawarna, 2010). Furthermore, a link between the strong and
weak ties, called “brokerage”, provides even more access to information and knowledge as
well as resources and other benefits for the entrepreneurs. This is why, Evald, Klyver and
Svendsen (2000) as stated by Jones and Jayawarna (2010) argue that entrepreneurs prefer to
combine all the types of ties.

Taking into account all the previously mentioned information related to the importance of
social networking, there is a supposition that in the tourism sector social networking
might present even a greater importance for entrepreneurs since their businesses
rely on the relationships with various stakeholders, mainly customers and suppliers
but not only.



2.5 Motives for bootstrapping

For a long time bootstrapping was seen as a measure of a last resort (Winborg, 2009),
therefore the lack of the capital was seen as the main motive for bootstrapping. However,
the motives that lay behind the choice of bootstrapping are much more complex than they
look like (Cornwall, 2010). Over time the issue of actual motives that lead entrepreneurs to
use specific bootstrapping methods started to receive more attention from researchers,
pursued more in-depth by Carter and Van Auken (2005) and Winborg (2009).

Carter and Van Auken (2005) found an interest in researching the connection between
owners’ perceptions of their businesses and bootstrapping. They argued that “financing de-
cisions are the most important and challenging issues faced by small firms” (Carter and
Van Auken, 2005, p.130) and that the perceptions of business owners related to the envi-
ronment motivate their decisions and not necessarily how the environment really is. The
findings revealed that owners’ perception on the importance of bootstrap financing is asso-
ciated with risk (Carter & Van Auken, 2005). Respectively, the results showed that owners
of riskier businesses find financial bootstrapping more important than owners of less riski-
er businesses, one of the reasons being the difficulty in attracting funds for their businesses
from external sources (Carter & Van Auken, 2005).

However, more recent studies showed that business managers who use bootstrapping
methods despite the fact that they do not need additional financial resources (Winborg and
Landstrom, 2001) and that the bootstrapping techniques are used intentionally, consciously
and deliberately by company owners (Winborg, 2009). The motives identified by Winborg
(2009) were:

(1) lower costs,

(2) manage without external funding,

(3) lack of capital,

(4) risk reduction,

(5) fun helping others and getting help from others,
(6) time saving,

(7) freedom of action.

Further, the study showed that the most important motive is “lower costs” and “lack of
capital” (Winborg, 2009, p.81). It is obvious that this particular motivation is prior for the
bootstrappers, because also the findings of the studies that investigated the usage of boot-
strapping methods (sub-chapter 2.3) showed that mostly bootstrapping methods that re-
duce costs or allow meeting the need for capital are used. On this basis, it is expected that
the main motives that lay behind the choice of bootstrapping made by the entre-
preneurs from the travel agencies and tour operators will be “lower costs” and “lack
of capital”.

Lowering the costs and fulfilling the need for capital are reflected in the cash flow man-
agement of a company. Managing efficiently the cash-flow of a company ensures the suc-
cess of a business, by propelling its growth and development. The tourism sector requires a
more precise and strict cash flow management, including the flows of the accounts paya-
bles and receivables. One of the most important elements in cash flow management is cash
conversion cycle, which is calculated as “the number of days of receivables plus the num-
ber of days of inventory less the number of days of payables” (Ebben & Johnson, 2011,
p-385). Ebben and Johnson (2011) found that an understanding and an efficient monitor-
ing of the cash conversion cycle will contribute to increasing the performance of a small
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enterprise. By having a balanced cash conversion cycle small firms insure a higher liquidity.
Entrepreneurs that are not able to ensure a short cash conversion cycle face financial con-
straints and have to search for additional external (equity or debt) or own funds (Ebben &
Johnson, 2011). Therefore, an improvement of the cash flow is an essential stimulus for the
usage of bootstrapping methods.

Although there has been done research related to the motivation for bootstrapping, by re-
viewing the existing literature, it can be concluded that this is not sufficient and additional
studies should be conducted.

2.6 Defining the model for the research

The frame of reference revealed that the theory indentifies a large variety of bootstrapping
techniques and specifies also the motives that lay behind bootstrapping. Keeping in mind
that the purpose of the master thesis is to investigate the usage of bootstrapping methods
and understand the main motives for bootstrapping from a sectorial and cross-national
point of view, it is obvious that the most valid theories should be gathered together, in or-
der to conduct the research. Moreover, after reviewing the existent literature, it is consid-
ered that 2 model for the current research would be useful. Therefore, a model has been
created by combining the bootstrapping methods identified by Winborg and Landstrom
(2001) and the categories of bootstrapping techniques defined by Perry et al. (2011). A sug-
gestion for further research on this sense was given also by Perry et al. (2011). For this spe-
cific reason, the model is based on the combination of the two classifications of the boot-
strapping methods defined by the previously mentioned authors. The combination led to a
4-category Model (see Figure 2-1).

11



Cash-increasing

= Utilize manager's prvate
credit cards

* Obtain capital via
manager’s assignments in
other businesses

» Withhold manager’s

» Obtain loans from family
or friends

= Obtain pavment in
advance from customers

+ Obtain subsidies

» Raise capital from a

salary for shorter/longer factoring company
periods of time » Seek out best conditions
possible with suppliers

* Delay VAT payment
» Delay payments to
suppliers

\ || J

Internal External

* Use routines in ordes to » Use barter

speed up invoicing * Buy on consignment
Hire temporary personnel from suppliers

Run the business Coordinate purchases
completely from home with other businesses

* Employ relatives or » Share premises with
friends at non-market other businesses
salaries .

Share employees with
other businesses

Borrow equipment from

Use routines in order to
minimize the capital

invested in stocks others

= Offer discountsif paying * Share equipment with
in cash other businesses

* Cease relations with * Buy used equipment
customers instead of new

» Use interest on overdue * Use leasing services
pavment

+ Offer the same conditions
to all customers |

| * Deliberately choose y I"\ //
. clients who pay quickly ~—

Cost-decreasing

Figure 2-1 4-category Model

In order to create the 4-category Model, a 2x2 matrix was taken as the basic element, plac-
ing the bootstrapping categories identified by Perry et al. (2011) on X and Y axis. Basically,
X axis shows the internally and externally oriented bootstrapping methods. Perry et al.
(2011) stated that internally oriented bootstrapping methods are used within the con-
trol of the founders, but externally oriented bootstrapping techniques are used with
the intervention from the stakeholders. In this case the term “stakeholders” refers to
suppliers, customers, government, friends, family, other businesses etc. However, Y axis
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shows cash-increasing versus cost-decreasing bootstrapping methods. Perry et al. (2011)
defined the cash-increasing bootstrapping methods as techniques that bring cash to
a company, but the cost-decreasing methods have been defined as techniques that
reduce a company’s need for cash. Eventually, after placing the bootstrapping categories
identified by Perry et al. (2011) on X and Y axis, the 2x2 matrix offered 4 categories of
bootstrapping methods (see Chart 2-1).

Chart 2-1 Categories of bootstrapping methods

INTERNAL CASH-INCREASING EXTERNAL CASH-INCREASING

Bootstrapping methods that are used Bootstrapping methods that are used
within the direct control of the found- with the intervention from the stake-
ers, in order to bring cash to a compa- holders, in order to bring cash to a
ny. company.

INTERNAL COST-DECREASING EXTERNAL COST-DECREASING

Bootstrapping methods that are used Bootstrapping methods that are used
within the direct control of the found- with the intervention from the stake-
ers, in order to reduce a company’s holders, in order to reduce a company’s
need for cash. need for cash.

For a better understanding of each category, the explanations provided by Perry et al. (2011) have been used.

In order to complete the model, the bootstrapping methods identified by Winborg and
Landstrom (2001) were placed in the appropriate category by taking into account the con-
text (internally/externally, cash-increasing/cost-decreasing) in which the patticular boot-
strapping methods are used among SMEs. The 32 methods of Winborg and Landstrom
(2001) were reduced down to 29 by conflating the subsidy related methods in one single
method (see Appendix 2). Eventually, after dividing the 29 selected bootstrapping methods
in 4 categories, the 4-category Model was completed and it provided 4 different categories
of bootstrapping methods:

(1) internal cash-increasing,
(2) external cash-increasing,
(3) internal cost-decreasing,
(4) external cost-decreasing.

The 4-category Model will be used as the base for the research of this master thesis, in or-
der to identify the specificity in the usage of bootstrapping methods, as well as in the moti-
vation by investigating all these in the tourism sector.
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3 Method

The method includes “the techniques and procedures used to obtain and analyse research
data, including for example questionnaires, observation, interviews, and statistical and non-
statistical techniques” (Saunders, Lewis & Thornhill, 2007, p.602). In other words the
method addresses to the entire process of research. In order to answer the research ques-
tions of the master thesis, thereby accomplishing the purpose of the master thesis, the ap-
propriate method is chosen and applied for the research.

Saunders et al. (2007) have pointed out that the research is undertaken in order to find out
the things in a systematic way, thereby increasing the knowledge (Saunders et al., 2007).
Moreover, the research process is “a sequence of clearly defined steps within a research
study” (Cooper & Schindler, 2011). Apparently systematic approach plays a significant role
in conducting the research and for this reason further the framework of the method is de-
scribed step by step.

3.1 Research strategy

Since the master thesis seeks to investigate the usage of bootstrapping methods and under-
stand the main motives for using bootstrapping methods among the travel agencies and
tour operators from Sweden, Latvia and Romania, the data needs to be obtained from spe-
cific companies (travel agencies and tour operators) in the 3 selected countries (Sweden,
Latvia and Romania), and this fact directly has affected the process of decision making on
the research strategy. Consequently, in order to ensure the credibility of the findings, the
research strategy is a combination of two research strategies — a multiple-case study
strategy (as a basic strategy) and a survey strategy (as a supportive strategy).

The case study strategy is chosen as the basic research strategy. According to Robson
(2002) case study is “a strategy for doing research which involves an empirical investigation
of a particular contemporary phenomenon within its real life context using multiple sources
of evidence” (Robson, 2002, p.178). The case study allows accomplishing the research in
the real life context and gain deeper understanding of the phenomenon. Taking into ac-
count that the purpose of the master thesis is to investigate the usage of bootstrapping
methods and understand the main motives for bootstrapping, it is vital to get deeper un-
derstanding of the real life context in travel agencies and tour operators from 3 different
countries, more precisely from Sweden, Latvia and Romania.

Moreover, to ensure the generalizability of the findings, the research is done in multiple
cases. “The rationale for using multiple cases focuses upon the need to establish whether
the findings of the first case occur in other cases and, as a consequence, the need to gener-
alise from these findings” (Saunders et al., 2007, p.140). Saunders et al. (2007) have recog-
nized that it is necessary to investigate multiple cases, in order to generalize the findings,
and for this reason not only one travel agency/tour operator from each country, but several
travel agencies and tour operators from Sweden, Latvia and Romania are chosen as cases
for the research.

However, in order to expand the generalizability to a higher level, the survey strategy is
chosen as additional, as a supportive strategy for the case study strategy. Although the sur-
vey strategy is another approach, “it is quite possible to use the survey strategy as part of a
case study” (Saunders et al., 2007, p.135). A survey is a “research strategy that involves the
structured collection of data from a sizeable population” (Saunders et al., 2007, p.612).
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To conclude the research strategy of the research on the usage of bootstrapping methods
and the motives behind them is the mixture of the case study strategy and survey strategy.
In practice it means that the data are obtained from multiple cases within the case study
strategy and the findings from the case study are supported by the survey that seeks to ob-
tain more data from other travel agencies and tour operators from Sweden, Latvia and
Romania.

3.2  Selecting samples

The sampling frame is referred to a full list of all cases in the population from which the
samples will be drawn (Saunders et al., 2007). In this case the data for the research of the
master thesis should be obtained from the travel agencies and tour operators in Sweden,
Latvia and Romania; thereby the sampling frame includes all travel agencies and tour op-
erators from Sweden, Latvia and Romania. However, considering time and budget con-
straints, as well as the necessity to collect data and gain the results quickly (Saunders et al.,
2007), it is needed to select samples from the sampling frame.

In the research on the usage of bootstrapping methods and the motives behind them the
probability or representative sampling is used, in order to select the samples — travel agen-
cies and tour operators from Sweden, Latvia and Romania. The probability sampling is de-
fined as “selection of sampling techniques in which the chance, or probability, of each case
being selected from the population is known and is not zero” (Saunders et al., 2007, p.607).
Consequently, the approximately equal number of the travel agencies and tour operators
from each country — Sweden, Latvia and Romania, is selected for the research by using the
available and accessible databases that provide necessary contact information of the travel
agencies and tour operators.

The major part of the travel agencies and tour operators from Sweden belong to the Asso-
ciation of Swedish Travel Agents and Tour Operators. Association of Swedish Travel
Agents and Tour Operators represents 85% of travel agencies and nearly 50% of tour op-
erators in Sweden (Association of Swedish Travel Agents and Tour Operators, 2012). Tak-
ing into account that the Association of Swedish Travel Agents and Tour Operators pro-
vides the full list of the head offices of the travel agencies and tour operators in Sweden,
including necessary contact information, the travel agencies and tour operators that are the
members of Association of Swedish Travel Agents and Tour Operators are selected as the
samples from Sweden. Eventually, 205 travel agencies/tour operators atre selected for the
research in Sweden. However, it is necessary to mention that selecting the travel agencies
and tour operators from the list provided by the Association of Swedish Travel Agents and
Tour Operators can be seen as limitation to the research of the master thesis, because the
members of Association of Swedish Travel Agents and Tour Operators do not reflect all
travel agencies and tour operators from Sweden.

According to the Ministry of Economics of Republic of Latvia (2012) there are 238 travel
agencies/tour operators in Latvia and all 238 travel agencies/tour operators are selected for
the research in Latvia.

Similarly like in Sweden, there are many travel agencies and tour operators in Romania, but
not all of them are selected for the research. In order to balance the sampling among 3
countries, 229 travel agencies/tour operators are chosen from the members of the National
Agency of Travel Agencies from Romania (2012). Similar to the samples from Sweden, also
the selecting samples from Romania in previously described way set the limitations for the
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research, because selected travel agencies and tour operators do not reflect all travel agen-
cies and tour operators in Romania.

In sum, 205 travel agencies/tour operators from Sweden, 238 travel agencies/tour
operators from Latvia and 229 travel agencies/tour operators from Romania are se-
lected for the research on the usage of bootstrapping methods and the motives behind
them.

3.3 Data collection

Primary data are “data collected specifically for the research project being undertaken”
(Saunders et al., 2007, p.607). In order to obtain feasible primary data, the triangulation is
used in the process of data collection. “Triangulation refers to the use of different data col-
lection techniques within one study in order to ensure that the data are telling you what you
think they are telling you” (Saunders et al., 2007, p.139).

In other words multiple methods are used in the research on the usage of bootstrapping
methods and the motives behind them. Multiple methods mean using “more than one data
collection technique and analysis procedure or procedures” (Saunders et al., 2007, p.603).
Tashakkori and Teddlie (2003) have pointed out that multiple methods provide better op-
portunities to answer the research questions and allow to better evaluate the extent to
which the findings of the research can be trusted (Tashakkori & Teddlie, 2003). Moreover,
mixed methods are chosen and used in the research of the master thesis. “Mixed method is
the general term for when both quantitative and qualitative data collection techniques and
analysis procedures are used in a research design” (Saunders et al., 2007, p.139). Eventually,
the primary data for the research have been collected through two techniques of data col-
lection — semi-structured interviews and an internet-mediated questionnaire. Conse-
quently, both the qualitative and the quantitative techniques of data collection are used in
the research, in order to answer the research questions and fulfil the purpose of the master
thesis. The semi-structured interviews are chosen as both qualitative and quantitative tech-
niques of data collection, but an internet-mediated questionnaire is chosen as the quantita-
tive technique of data collection.

3.3.1 Semi-structured interviews

A semi-structured interview is a “wide-ranging category of interview in which the inter-
viewer commences with a set of interview themes but is prepared to vary the order in
which questions are asked and to ask new questions in the context of the research situa-
tion” (Saunders et al., 2007, p.611). Semi-structured interview is chosen, because it provides
a number of benefits for the research on the usage of bootstrapping methods and the mo-
tives behind them. Firstly, semi-structured interviews allow collecting rich and detailed sets
of data (Saunders et al., 2007). Secondly, semi-structured interviews prescribe asking the
same questions for each of the interviewees (Saunders et al., 2007). In this case identical
questions are asked for the travel agencies and tour operators from Sweden, Latvia and
Romania and in this way the major part of primary data are obtained on the same topics.
Thirdly, semi-structured interviews allow asking different questions depending on the con-
text and it means that every case can be understood more in depth. Fourthly, taking into
account that there are certain questions set for the semi-structured interviews these ques-
tions can be also implemented in the internet-mediated questionnaire, in order to obtain
more primary data from travel agencies and tour operators from Sweden, Latvia and Ro-
mania on the same topics.
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In order to accomplish the purpose of the master thesis, specific questions were set as the
guideline for the semi-structured interviews. Every question was set by taking into account
that “four stages that must occur if a question is to be valid and reliable” (Saunders et al.,
2007, p.3606). In accordance with Foddy (1994) in the first stage the researcher designs a
question, in the second stage the respondent decodes the question in the way the research-
er intended, in the third stage the respondent answers the question and in the fourth stage
the researcher decodes the answer of the respondent.

Opening questions of the semi-structures interviews were related to the profile of the en-
terprise (name of the enterprise, year of establishment, name of interviewee, number of
employees, turnover, principal activity), as well as every interviewee told about his or her
enterprise in general, including a description and short history. Continuing the conversa-
tion, each of the entrepreneurs was asked whether he or she has any prior knowledge re-
garding the concept of “bootstrapping.” Many of the entrepreneurs were not aware of this
concept, therefore they were offered a thorough explanation of what bootstrapping is and
what are the main methods used in this process. Consequently, open questions were ad-
dressed to each of the interviewees concerning the methods used for bootstrapping. The
entrepreneurs were asked whether they have used (or still use) certain bootstrapping meth-
ods and if they did/do, in which situation, how and why? Particulatly the “why” question
was very essential and important, because it revealed the main motives that lay behind
bootstrapping. In this manner, interesting results of bootstrapping and the motivation were
unveiled at the end of the research, which will be presented in the chapter of empirical
findings, analysis and interpretation. Additionally, the positive and negative effects of using
bootstrapping methods were investigated, as well as the impact of the business environ-
ment in each country, the economic development and culture of the country on the busi-
ness was discussed. The semi-structured interview was concluded with “smooth” questions
about the importance of obtaining more information from the literature related to boot-

strapping.

During the whole process of data collection, 26 travel agencies/tours operators from Swe-
den, 13 travel agencies/tour operators from Latvia and 14 travel agencies/tour operators
from Romania were asked to contribute with participating in a semi-structured interview.
First of all, the introductory e-mails were sent to them and afterwards the entrepreneurs
from all these companies were called over the phone, in order to discuss the possibility of
holding a semi-structured interview. Unfortunately, there were many refusals, because of
the entrepreneurs’ lack of time or disinterest in the research. In spite of that, 3 travel agen-
cies/tour operators from Sweden, 3 travel agencies/tour operators from Latvia and 5 travel
agencies/tour operators from Romania agreed with the semi-structured interviews. These
semi-structured interviews were held between March 20, 2012, and April 5, 2012; they were
conducted “face to face” and held in the language that the interviewee preferred. The
length of the semi-structures interviews varied from 40 minutes to 3 hours and additionally
every interview was recorded and transcribed, in order to complete the data analysis cor-
rectly. Also the anonymity of each enterprise was ensured by signing a confidentiality
agreement.

3.3.2 Internet-mediated questionnaire

“The questionnaire is one of the most widely used data collection techniques within the
survey strategy. Because each person (respondent) is asked to respond to the same set of
questions, it provides an efficient way of collecting responses from a large sample prior to
quantitative analysis” (Saunders et al., 2007, p.355). In this case the questionnaire is used in
order to obtain more primary data from the samples, in this way supporting the case study.
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Internet-mediated questionnaire is a “questionnaire administered electronically using the
Internet” (Saunders et al., 2007, p.600). The internet-mediated questionnaire is chosen as
the most appropriate type of the questionnaire for the survey, because the questionnaires
are sent to the amount of travel agencies and tour operators from Sweden, Latvia and Ro-
mania via e-mails. Taking into account that the purpose of the master thesis is to investi-
gate the usage of bootstrapping methods and understand the main motives for using boot-
strapping methods, the internet-mediated questionnaire is based on the list of bootstrap-
ping methods identified by Winborg and Landstrom (2001) and on the list of motives iden-
tified by Winborg (2009), being considered as the most complete and relevant for accom-
plishing the purpose of the master thesis (see Appendix 3). The questionnaire starts with
the questions that reveal the profile of the enterprise (principal activity, year of establish-
ment, number of employees, turnover). Afterwards there is the question that identifies the
bootstrapping methods that are used in the enterprise and the question that mirrors the
motives for using the bootstrapping methods. The questionnaire ends up with an open
question about the factors that affect the business of the travel agency and tour operator in
the certain country.

The internet-mediated questionnaire was made via Internet and distributed through the e-
mail. The internet-mediated questionnaire was sent to 202 travel agencies/tout operators
from Sweden in English (this can be seen as the limitations to the research, because the
questionnaire for Swedish enterprises is sent only in English, not in Swedish), 235 travel
agencies/tour operators from Latvia in English/Latvian and 224 travel agencies/tour opet-
ators from Romania in Romanian. Taking into account that there were difficulties to gain
the responses from the samples, the internet-mediated questionnaire was sent two times for
the same samples, as well as approximately 45 calls were made with the purpose to gain
more responses. In spite of these efforts and entrepreneurs’ promises to complete the
questionnaires, only 9 questionnaires in Sweden, 23 questionnaires in Latvia and 18 ques-
tionnaires in Romania have been fully completed.

3.4 Data analysis

As it has been discussed above the data collection is accomplished by using semi-structured
interviews and internet-mediated questionnaire. Both qualitative and quantitative data have
been obtained from the samples, however, the first being more important.

The quantitative data are “based on meanings derived from numbers” (Saunders et al.,
2007, p.472) and their analysis is “conducted through the use of diagrams and statistics”
(Saunders et al., 2007, p.472). In the research of the master thesis the quantitative data are
obtained from both the semi-structured interviews and internet-mediated questionnaire.
The quantitative data of the research are exported to Excel and analysed by using the ana-
Iytical tools of Excel.

Nevertheless, the qualitative data are “based on meanings expressed through words”
(Saunders et al., 2007, p.472) and their analysis is “conducted through the use of conceptu-
alisation” (Saunders et al., 2007, p.472). In this case qualitative data are obtained from the
semi-structured interviews and these data provide the opportunity to make the research of
the master thesis more in depth. Obtained qualitative data from the semi-structured inter-
views are used for understanding the real life context, getting deeper knowledge and mak-
ing main conclusions about the usage of bootstrapping methods, as well as the motives be-
hind it among the travel agencies and tour operators from Sweden, Latvia and Romania.
Moreover, the results obtained after conducting the interviews are applied to the 4-cluster
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Model defined in the frame of reference in the Figure 2-1, and qualitative data are analyzed
and interpreted through this model.

3.5 Nature of research

In order to understand the heart of this particular research, the nature of the research is de-
scribed. The nature of the research varies depending on different aspects, such as the mode
of research, research approach and the ambition of the research, and these aspects of par-
ticular research are discussed below.

3.5.1 Mode of research

Many authors (Saunders et al., 2007; Zikmund, Babin, Carr & Griffin, 2010; Cooper &
Schindler, 2011) believe that all research projects of business and management are posi-
tioned on a continuum in accordance with their purpose and context. One extreme of the
continuum is applied research, but the opposite extreme is basic research (also called as
fundamental or pure research) (Saunders et al., 2007). Applied research is conducted “to
address a specific business decision for a specific firm” (Zikmund et al., 2010, p.6), but
basic research “attempts to expand the limits of knowledge in general” (Zikmund et al.,
2010, p.7). The research on the usage of bootstrapping methods and the motives behind
them lies down somewhere between previously mentioned extremes, because on the one
hand the particular research is undertaken in order to understand the phenomena of the
business in general, but on another hand the findings of the research might be relevant and
very useful not only for academicians, but also for the entrepreneurs, future entrepreneurs
and managers in the tourism sector.

3.5.2 Research approach

The research approach is referred to as the way the novel knowledge is built up. There are
two research approaches — deductive and inductive (Saunders et al., 2007; Crowther &
Lancaster, 2009; Cooper & Schindler, 2011). Deductive research firstly develops theory and
afterwards tests the theory through the empirical observation (Crowther & Lancaster,
2009), but to the contrary inductive research develops the theory only when the data is col-
lected and analyzed (Saunders et al., 2007). Although the deductive and inductive research-
es are diametrically opposed, Cooper and Schindler (2011) have argued that at times it is
useful to combine the deductive and inductive approaches, in order to reduce the potential
bias of the research. Considering previous reasoning, there are efforts to combine these
both approaches also in the research on the usage of bootstrapping methods and the mo-
tives behind them. In particular research the existing theory about bootstrapping, boot-
strapping methods and the motives for using bootstrapping methods is tested through the
empirical observation and at the same time the novel knowledge is developed by explaining
empirical findings that derived from the data obtained from travel agencies and tour opera-
tors from Sweden, Latvia and Romania.

3.5.3 Ambition of research

Taking into account the ambition or the purpose of the research, the studies can be applied
for exploratory, descriptive or explanatory studies (Saunders et al., 2007; Zikmund et al.,
2010; Cooper & Schindler, 2011). The purpose of this master thesis is to investigate the us-
age of bootstrapping methods and understand the main motives for using bootstrapping
methods. It is apparent that the purpose is more explorative than descriptive or explanatory
and for this reason the exploratory study is adopted. According to Saunders et al. (2007)
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the exploratory study is defined as a “research that aims to seek new insights into phenom-
ena, to ask questions, and to assess the phenomena in a new light”.

3.6 Credibility of research

The credibility of the research is ensured by the reliability and validity of the research
(Saunders et al., 2007). Reliability means “the extent to which data collection technique or
techniques will yield consistent findings, similar observations would be made or conclu-
sions reached by others researchers or there is transparency in how sense was made from
the raw data” (Saunders et al., 2007, p.609) and there are four main threats to the reliability:
(1) subject or participant error, (2) subject or participant bias, (3) observer error, and (4)
observer bias (Robson, 2002). But validity is “the extent to which data collection method
or methods accurately measure what they were intended to measure or the extent to which
research findings are really about what they profess to be about” (Saunders et al., 2007,
p-614). Robson (2002) has identified five threats to validity: (1) history, (2) testing, (3) moz-
tality, (4) maturation, and (5) ambiguity about causal direction.

To overcome the obstacles of the reliability and validity and ensure the credibility of the re-
search of the master thesis, the data collection methods — semi-structured interviews and
internet-mediated questionnaire — are designed and conducted according to the existent lit-
erature, using common sense and following the rules of ethics, and the data collection is
done accurately, carefully and precisely, taking into account advises from professionals.
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4  Empirical findings

The aim of the master thesis is to offer a clear understanding on the bootstrapping meth-
ods that are used in a specific sector, more specifically in the tourism sector, and to clarify
the motives that lay behind the bootstrapping choices made by entrepreneurs from a cross-
national point of view. In order to achieve this goal a study was conducted among travel
agencies and tour operators from Sweden, Latvia and Romania. As it was already described
in the chapter of method there have been 11 interviews conducted — 3 in Sweden, 3 in Lat-
via and 5 in Romania, as well as a questionnaire was completed by 50 travel agencies/tour
operators — 9 from Sweden, 23 from Latvia and 18 from Romania. The descriptive infor-
mation of these travel agencies and tour operators can be seen in Appendixes 4, 5 and 6.
However, more detailed information of the case companies is provided in Charts 4-1, 4-2,
4-3 which will follow below.

For the sake of respecting the confidentiality agreement signed with all the entreprencurs
interviewed, code names are given to each of the companies represented by the interview-
ees. Every code name is made by using the following formula: country code (SWE, LV,
RO) + assigning letter (A-E) + principal activity of the company (agency or operator).

Chart 4-1 Interviewed companies in Sweden

SWE-A-operator  Established in 2004 by organizing the trips for colleagues. Business as hobby! At this
moment still just a hobby, but there is wider range of trips and many loyal clients.

SWE-B-operator  Founded in 1997 by having a passion for sports. Now an entrepreneurial company that
provides mainly packages for sport events and concerts.

SWE-C-agency Started in 1987 having just a garage and providing buss trips. Now they provide a large
variety of buss trips with unique services and having many clients.

Chart 4-2 Interviewed companies in Latvia

LV-A-agency By sharing the premises with a university in 1994 they started to bring runners to
marathons. At this moment one of the largest and most popular travel agencies in
Latvia.

LV-B-operator  Started their business exactly before the financial crisis in 2006 by providing individu-
ally tailored trips for the upper-class clients. Now they are merging with another trav-
el agency, in order to grow and become stronger.

LV-C-agency Started in 2008, is growing at this moment and tries to expand the business.

Chart 4-3 Interviewed companies in Romania

RO-A-agency Established in 2000, started from home with the aid of the family members. The
owner is very young and open-minded, and the business grew significantly.

RO-B-operator ~ Established in 1997 after a trip to South America which inspired the owner and made
him realise that tourism is his passion. For a few years the firm also worked as a
school for tour-guides. Now they are expanding their incoming setrvices.

RO-C-agency Established in 2002 by a very young and un-experienced entrepreneur. The entrepre-
neur gained the trust of the customers, therefore the business grew significantly and
now the company offers a large variety of destinations and has a large database of
loyal customers.

RO-D-agency Established in 1993 as a family business offering incoming services and worked from
home until 1998. Now the company has loyal customers and focuses more on out-
going setvices.

RO-E-operator Establsihed in 2006 in a small town working from home, working as tour operators
having experience as tour guides in Greece. Later expanded the business in a larger
city and now offer customized travels in many countries but more focused on Greece
and Austria.
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The empirical findings related to the usage of bootstrapping methods and the motives that
lay behind the choice of bootstrapping comprise two parts. The first one represents the
pure results of the research based on the 4-category Model presented in the sub-chapter
2.6. The second one is based on the analysis and interpretation (chapter 5) of the conduct-
ed interviews by describing the 4-category Model implemented in the tourism sector.

4.1 General trend and patterns in the usage of bootstrapping methods

The results obtained from the interviews and questionnaires revealed that all the entrepre-
neurs from the tourism sector who were involved in the research have used various boot-
strapping methods; there was no company that has not recognized using at some extent at
least 3 bootstrapping methods (lowest number of methods, used by a company in Sweden).
The results agree with the findings of Harrison et al. (2004) which showed that all but 5%
of the companies on which they based their research on, all from the software sector, have
used “at least some bootstrapping methods” (Harrison et al., 2004, p. 318). Winborg
(2009), who conducted a research on new businesses established in business incubators,
has found that 88% of the businesses have used bootstrapping methods at some extent.
The general trend in the usage of bootstrapping methods among the travel agencies and
tour operators can be seen in Appendix 7 that shows the results derived from the multiple-
case study, and in Appendix 8 the results from the survey are shown.

When discussing about the general trend, it is interesting to look at the most and the least
used bootstrapping methods among travel agencies and tour operators. The following two
charts show the 5 most used bootstrapping techniques, Chart 4-4 reflecting the results
from the multiple-case study and Chart 4-5 mirroring the results of the survey.

Chart 4-4 Most used bootstrapping methods (multiple-case study)

Multiple-case Study Sweden  Latvia  Romania Total Total
)

Seek out best conditions possible with suppli- 3 3 5 11 100%

er/s.

Obtain payment in advance from customers. 3 3 5 11 100%

Use routines in order to speed up invoicing. 2 3 4 9 82%

Hire personnel instead of employing permanent- 2 3 3 8 73%

ly.

Buy used equipment instead of new. 2 3 3 8 73%

Chart 4-5 Most used bootstrapping methods (survey)

Survey Sweden Latvia  Romania Total Total
%)

Seek out best conditions possible with supplier/s. 8 16 9 33 66%

Obtain payment in advance from customers. 5 15 11 31 62%

Cease business relations with customers frequent- 1 11 7 19 38%

ly paying late

Withhold managet’s salary for shorter/longer pe- 3 11 4 18 36%

riods.

Deliberately choose customers who pay quickly. 0 11 7 18 36%

As it is obvious from the two tables shown previously, the most important methods for the
travel agencies and tour operators within the tourism sector were found to be seeking out
best conditions possible with suppliet/s and obtaining payment in advance from
customers. These patterns were revealed by the multiple-case study and supported also by
the survey conducted in the three countries. This shows that entrepreneurs from various

22



countries that run their travel agencies/tour operators in the tourism sector choose to use
the two particular methods and find them the most important for their businesses.

In comparison to the findings of Winborg and Landstrom (2001) which showed the two
main bootstrapping methods as being: the first one buy used equipment instead of new and
on the second place seck out the best conditions possible with suppliers, the research con-
ducted for this master thesis revealed that the travel agencies and tour operators within the
tourism sector present some similarities with the SMEs in Sweden as it seems that seeking
out the best conditions possible with suppliers is one of the most commonly used boot-
strapping methods, for the tourism sector being seen as the most important one. What dif-
ferentiates the tourism sector from other SMEs is the fact that the entrepreneurs seek to
obtain payment in advance from customers, this being the way they work.

When it comes to the least used bootstrapping methods, the multiple-case study and the
survey showed at some extent different results (see Chart 4-6 and 4-7).

Chart 4-6 Least used bootstrapping methods (multiple-case study)

Multiple-case Study Sweden Latvia Romania  Total Total
(Vo)
Offer the same conditions to all customers. 1 0 0 1 9%
Offer customers discounts if paying cash. 0 1 0 1 9%
Cease business relations with customers fre- 0 1 0 1 9%
quently paying late.
Raise capital from a factoring company. 0 0 0 0 0%
Use interest on overdue payment from custom- 0 0 0 0 0%

€1s.

Chart 4-7 Least used bootstrapping methods (survey)

Sutvey Sweden Latvia Romania Total  Total
(7o)

Co-ordinate purchases with other businesses. 1 3 2 6 12%

Borrow equipment from other businesses for 1 5 0 6 12%

shorter periods.

Obtain subsidy from public institutions. 0 4 1 5 10%

Use routines in order to minimize capital invest- 0 3 1 8%

ed in stock.

Raise capital from a factoring company. 0 2 0 2 4%

Although the results derived from the semi-structured interviews and the internet-mediated
questionnaires differ, it is obvious that the travel agencies and tour operators do not raise
capital from factoring companies.

By executing a comparison with the least commonly used bootstrapping methods under-
lined by Winborg and Landstrém (2001), who found as least used methods obtaining vari-
ous subsidies and raising capital from a factoring company and also share employees or
equipment with other businesses, the conclusion is that there is no obvious difference from
this perspective that might distinguish the SMEs in the tourism sector by other SMEs.

To sum up, previously mentioned results showed only the general trend and patterns in the
usage of bootstrapping methods among the travel agencies and tour operators from the
tourism sector without considering the four categories of bootstrapping methods defined
in the 4-category Model.
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4.2 Implementation of the 4-category Model

Taking into account that the results of the survey have supported and shown the same re-
sults in the use of bootstrapping as the results of the interviews did, in this sub-chapter on-
ly the results obtained from the semi-structured interviews are described.

Cash-increasing

* Withhold manager’s * Seekout best
salary (55%) conditions possible

» Utilize manager’s private with suppliers (100%)
credit cards (45%) * Obtain payment in

advance from

customers (100%)
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suppliers (55%)

Obtain loans from family

or friends (43%)

Delay VAT payment

(27%)

Obtain subsidies (18%

* Raise capital from a
factoring company (0%)

* Obtain capital via
manager's assignments in
other businesses (9%a)

% / X /
.
Internal External
T = .
* Use routines in order to . » Buy used equipment |
speed up invoicing (82%) instead of new (73%)
* Hire temporary personnel « Use barter (45%)
(73%) B

: * Share premises with other
Run the business completely businesses (45%)

R (_64%) i » Share employees with other
Employ relatives or friends at businesses {35%)
non-market salaries (36%) i
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Deliberately choose chients who
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pay quu_:Lly = o i * Borrow equipment from
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0 )
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customers (9%)

* Use interest on overdue |

'\\ payment {0%) 4 b . _

Cost-decreasing

Figure 4-1 Implementation of the 4-category Model in the tourism sector

In order to get a more comprehensive insight into the usage of bootstrapping methods
used by the travel agencies and tour operators, the 4-category Model was adapted to the
empirical findings obtained from the semi-structured interviews and a new version was
generated, which will be called Implementation of the 4-category Model in the tourism sec-
tor (see Figure 4-1) showing the specificity of the tourism sector (travel agencies and tour-
operators).
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The categories separation shows clearly which of the bootstrapping methods from each of
them are mostly used by the interviewed entrepreneurs, the methods used by more than
50% of the interviewees being bolded in the following figure. The methods are listed based
on their usage as found from the interviews, expressed in percentages. It can be seen in
Implementation of 4-category Model that all four categories of bootstrapping methods pre-
sent the great interest of the travel agencies and tour operators.

4.2.1 Usage of each category from a cross-national perspective

Interesting facts reveal when taking a look at the usage of the four categories of bootstrap-
ping methods from a cross-national point of view (see Figure 4-2).

100% 1

80% 1

60% 1

40% 1

20% 1

0% T T
SWE LV RO
O Internal cash-increasing B External cash-increasing

O Internal cost-decreasing O External cost-decreasing

Figure 4-2 Usage of the categories of bootstrapping methods in Sweden, Latvia and Romania

Firstly, the results show that each category of bootstrapping methods is almost equally used
among the travel agencies and tour operators from Sweden, Latvia and Romania, only
small variations can be observed. It means that the trend in the use of bootstrapping meth-
ods is not affected by the country in which the enterprise is located.

Secondly, Figure 4-2 shows the proportion of used categories of bootstrapping methods
and it reveals that the categories of external cash-increasing, internal cost-decreasing and
external cost-decreasing bootstrapping methods (each presenting approximately one third
of total usage of the categories) are used with very small variations among the travel agen-
cies and tour operators. Thereby it is not possible to say that one of these three categories
presents a greater interest for the travel agencies and tour operators; they are all important
for these companies. Nevertheless, it can be seen that the internal cash-increasing methods
are not used among the case companies so frequently.

4.2.2 Usage of each category in the interviewed companies

In order to get more detailed results of the usage of the categories identified in the 4-
category Model among the travel agencies and tour operators within the tourism sector, it
is necessary to look at each case company individually (see Figure 4-3).
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Figure 4-3 Usage of bootstrapping methods among the case companies

In average every case company has used 11-12 bootstrapping methods and this trend can
be seen also in the Figure 4-3. Interestingly, in each country there has been one company
that has used remarkably more bootstrapping methods (SWE-C-agency — 18 techniques,
LV-B-operator — 17 techniques and RO-D-agency — 14 techniques), but there were no sim-
ilarities found among these companies that could lead them to use more bootstrapping
methods than in average.

Figure 4-3 also shows that all four categories of the bootstrapping methods are used among
the most travel agencies and tour operators; there were only three companies (SWE-A-
operator, SWE-B-operator and RO-B-operator) that had not used all categories of the
bootstrapping techniques.

4.3 The motivation for bootstrapping

The research related to motives that lay behind the choice of bootstrapping is based on the
list of motives defined by Winborg (2009). An important thing that needs to be mentioned
here is that the list of motives was not shown to the interviewees. The entrepreneurs were
questioned about each bootstrapping method individually along with being asked to reflect
on the motives for choosing to use that method and define them. For reasons of accurate-
ness of the explanations and for offering a better and clearer understanding to the reader
the decision of analyzing the information in this manner was taken. The supportive survey
conducted had also a question related to the motives for choosing to use bootstrapping
methods and were given the list defined by Winborg (2009) as options for motivation as it
was the most complete list of motivations for bootstrapping defined in the literature.

4.3.1 The main motives identified by following the list of Winborg
(2009)

By following the list of motives defined by Winborg (2009), the empirical findings showed
that the most common motive identified by entrepreneurs in both multiple-case study and
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survey is cost reduction as it is shown in the Figure 4-4 (also see Appendix 9) and Figure
4-5 (see also Appendix 10).

0% 20% 40% 60% 80% 100%
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Gaining freedom of action

Managing without long-term
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Saving time

Enjoyment of helping others and i

getting help

B Sweden M Latvia ™ Romania

Figure 4-4 Motives identified during the interviews (multiple-case study)

The multiple-case study (Figure 4-4 and Appendix 9) supports the findings of Winborg
(2005) as stated by Winborg (2009) which show that the 3 most frequently mentioned mo-
tives by entrepreneurs are cost-reduction (as many as 91% of entrepreneurs recognizing it
as a motive for bootstrapping), lack of capital (45%) and risk-reduction (45%). The study
also supports partially the subsequent findings of Winborg (2009) which showed that the
most important three motives are lower costs, lack of capital and fun helping and getting
help from others. As it can be observed from the Figure 4-4, saving time and enjoyment of
helping others and getting help from others are only seen as motives by entrepreneurs from
Sweden. Managing without long-term external finance and risk reduction are not consid-
ered motives for bootstrapping according to the 3 Swedish interviewees. Moreover, Latvian
entrepreneurs were the only ones who found managing without long-term external finance
as a motive for bootstrapping, but they do not recognize the lack of capital and gaining
freedom of action as motives for bootstrapping. In Romania, the motives for bootstrap-
ping were found to be cost-reduction, lack of capital, risk reduction and gaining freedom of
action.
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Figure 4-5 Motives identified in the survey

The results of the survey (see Figure 4-5 and Appendix 10) are rather similar to the results
of the multiple-case study, especially supporting the finding that the most important motive
is cost reduction.
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5 Analysis and interpretation

The description of the pure results in the previous chapter showed the general trend in the
usage of bootstrapping and in the motivation of the entrepreneurs. For a deeper under-
standing of the empirical findings, an analysis and interpretation of the data collected are
considered to be vital. The tool used for analyzing and interpreting the data is the 4-
category Model which comprises different categories of bootstrapping techniques. There-
fore, the 4-category Model was adapted to the empirical findings and a new version was
generated, which will be called Implementation of the 4-category Model in the tourism sec-
tor (Figure 4-1 from sub-chapter 4.2) showing the specificity of the tourism sector (travel
agencies and tour-operators). This gives a thorough explanation of the bootstrapping
methods used and the motivation for each of the identified categories in the tourism sector.
It is worth mentioning that for the analysis and interpretation, the data collected exclu-
sively from the interviews were used.

For the sake of clearness, the 4 different categories will be analyzed in the following section
related to the context in which each of the bootstrapping methods has been used.

5.1 The context in which each category is used

Each category of bootstrapping methods is applied in different contexts, which are defined
in the figure below (see Figure 5-1).

Cash-increasing

Owner Stakeholder
related related

Internal External

Other
stakeholders
and tangible

resources
related

Daily routines,
internal
operations
related

Cost-decreasing

Figure 5-1 Context in which each category of bootstrapping methods

The separation into the 4 categories took into account first of all the external influence on
the usage of different bootstrapping methods and the main objective for using them which
is either to increase the capital of the firm, bring cash or to decrease the costs by using the
help of different stakeholders. Second of all, the separation took into account the internal

29



influence on bootstrapping and having the same main objectives by using the owners’ and
company’s resources without needing the help of external stakeholders.

Therefore, the “external cash-increasing” bootstrapping method category is used in a con-
text which involves certain stakeholders different than business angels, venture capitalists,
banks or other similar external stakeholders. It is worthily to emphasize that the stakehold-
ers mentioned previously are considered to be suppliers, customers, family, friends, gov-
ernment, etc. The “external cost-decreasing” category is used in relation with stakeholders,
most of the methods being related to the tangible resources of the company. The “internal
cash-increasing” category is used in an owner-related context, all the methods being under
the direct influence of the owner, and finally the “internal cost-decreasing” category is used
mostly related to daily routines, internal operations of the company, being under the direct
influence of the owner, without needing any help from other external stakeholders.

5.2  Other stakeholders’ influence on bootstrapping

5.2.1 External cash-increasing category

To begin with, the category named “external cash-increasing” is presented first as most of
the techniques refer to different stakeholder-related contexts (suppliers, customers, gov-
ernment, family and friends, etc.), such as obtaining capital from other stakeholders besides
the owner, delaying payments to stakeholders and relationships with certain stakeholders.
To avoid any misunderstanding, when discussing about external, other sources such as eq-
uity or debt are not included, because the analysis is realized around bootstrapping, there-
fore excluding these other external sources.

The tourism sector, represented by travel agencies and tour operators in this case, as men-
tioned previously, has certain specificities, confirming the findings of Freear et al. (1995),
Harrison et al. (2004) and Van Auken (2005) who found that the bootstrapping methods
chosen to be used by SMEs vary between different sectors and confirming also the suppo-
sitions stated in the frame of reference. First of all, the suppliers and the relationships with
them can lead to many benefits for the companies, all the interviewees stating that they
use seeking best conditions with suppliers as a bootstrapping method. The reason
for doing it is to obtain the best conditions possible for their customers, which further
might lead obviously to an increase in the number of customers, along with an increase in
the turnover. 55% of them also stated that they can afford sometimes to delay payments to
suppliers also due to their good relationships with the suppliers. RO-C-agency proved this
by stating that “we have asked many times the suppliers to allow delaying our payments until we gathered
enough money from the advance payments collected from customers”. The reason for practicing this
method according to RO-C-agency is lack of current liquidity, therefore a need for capital.
Nevertheless, obvious importance of good relationships with the stakeholders leads to the
conclusion that social networks, in this case weak ties, present a high importance for the
tourism sector.

Continuing the discussion on social networking — in order to gain more customers, obtain
better conditions from suppliers, improve the cash flow management and insure the
amount of liquidity needed, during the growth of the company, entrepreneurs used weak
ties and also “brokerage”. Therefore, when it comes to weak ties, the most commonly used
bootstrapping methods in this sector reveal the importance of this level of networking for
all the countries, all the entrepreneurs mentioning using them.
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Moreover, friends of friends might help in sharing the information, promoting the travel
agency or tour operator further, by linking strong ties with weak ties and bringing benefits
to the companies. For example, for SWE-A-operator the entire business idea is based on
networking, it started like this and continues to work like this, the entrepreneur stating that
“I do this as a passion, while having at the same time one more job, I started with organizing a trip togeth-
er with my colleagues and then 1 was asked to organize more, and now all the customers come through rec-
ommendations from current or previous customers” and he added that “maybe our customer has friend
interested in travelling and he/she recommends us”. Additonally, SWE-C-operator pointed out
that “we have a good relationships with the customer, because good travel services bring more clients, so we
try to offer the best conditions to onr customers, this is why we bought new busses that include many facilities
even a minibar so we can offer food and drinks during the trip”.

Another specificity of the sector is that obtaining payments in advance from custom-
ers represents the core of the business, this being the way these companies actually
work. Some specific examples are presented further. For instance, an efficient method in
the tourism sector for obtaining the payment from the customers as early as possible, is
“early booking”, which means offering discounts to customers who book their travels ear-
lier, the reason for doing this being “Zo control the cash flow and insuring permanent liquidity and
also making sure that there will be enough customers to occupy all the villas booked and paid in advance”
(RO-A-agency) and “ensures the positive cash flow also in the winter by providing disconnts for the cli-
ents who pay during the winter for their spring/ summer trips”(LV-A-agency). Cash flow manage-
ment plays a vital role in this case, because a carefully planned cash-conversion cycle leads
to a better liquidity of the companies as stated by Ebben and Johnson (2011).

All the previously mentioned methods contribute to the shortening of the cash-conversion
cycle, which leads to a higher liquidity and a lower need for capital, companies being in this
way less cash-constrained and having more freedom when it comes to the use of resources.

Going further with analyzing “external cash-decreasing” category, it has been observed that
starting with the establishment of the businesses considered for the interviews and looking
at the methods used by entrepreneurs for obtaining the initial financial resources and also
taking into account the statements of each of the entrepreneurs, it is obvious that some of
them have used bootstrapping as a way of substituting the lack of external funding, out of
necessity. At the same time, some of the entrepreneurs recognized not using external fund-
ing as being a deliberate choice, therefore supporting the findings of Neeley and Van
Auken (2009) that sometimes SMEs choose not to even seck for loans, because they prefer
internal funding and Winborg’s (2009) findings that show that for some entrepreneurs
bootstrapping is a deliberate choice. The entrepreneurs have used their own savings or
funds from family/friends due to vatious reasons. Basically, as start-ups, in the beginning
of their activity, all of the interviewed entrepreneurs mentioned that they had a very small
or no chance of obtaining external funding from banks. They have not even recognized
other types of external funding except bank loans, probably because of the type of activity,
as a travel agency or tour operator being not usually financed through equity financing.
This brings up to the conclusion that the theory was right, SMEs facing indeed many con-
straints in accessing external capital (Winborg & Landstréom, 2001; Ebben & Johnson,
2006; Neeley & Van Auken, 2009).

The interviews revealed the fact that all the 5 Romanian entrepreneurs interviewed had
used “family money”, some of them together with using their own savings, 3 of them out
of necessity, having no other alternative and because of lack of capital, and the other ones
because they considered it less risky and giving them more freedom, more independence.
Latvian and Swedish entrepreneurs also argued that they prefer keeping the independence
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and the full ownership of their company, this being the reason why they prefer not to in-
volve family members or friends and considering this reason as important as the one for
taking loans from the bank, which means that they do not take into consideration the
stronger relationships with the family members or friends when it comes to financing their
businesses. This leads to the conclusion that, in Romania, the strong ties present a higher
importance for the entrepreneurs in this sector, social networking being used as a facilitator
in the use of certain bootstrapping methods. But why is there this obvious difference be-
tween the 3 countries? The assumption is that the roots of these strong relationships with
the family members and friends come from the institution of family which influences more
the mentality of Romanians. The general trend is that family members are very close and
consider their own financial resources as common family resources.

Moving on with the methods used in the discussed context, related to paying taxes to the
state, the entrepreneurs do not see this as an effective bootstrapping method, because, ac-
cording to Romanian entrepreneurs, it comes along with too high penalties which will bring
them more costs instead of helping in reducing them, this is why none of them used this
method. However, LV-C-agency acknowledged that “we delay other taxes, not value-added tax’”.
The entrepreneurs recognized that there are problems with paying the taxes in Latvia and
Romania, for instance, LV-A-agency stated “?hzs is wide-spread problem in Latvia, many companies
do not pay taxes”, but probably because of the willingness to hide this information the com-
panies did not recognize that they had ever delayed paying the VAT, this being of course
just a supposition. By opposition, in Sweden it is not common to delay payments as it can
damage the trustworthiness of the company, which is why it is assumed that the reason
why SWE-C-operator used this method is because his company was established in 1987,
therefore the economic situation of the country was different back then and evidently,
since then it changed significantly.

Furthermore, in order to become acquainted with the specificity of the discussed category
and relating it to the tourism sector, the matter of how entrepreneurs perceive the accessi-
bility and the availability of subsidies have been also examined. The results showed that all-
in-all, two interviewed companies obtained during their activity subsidies, subsidies being
offered for this sector of activity only in Sweden and Latvia, in Latvia being offered under
the form of a financial support for the international exhibitions. The explanation for why
only one Latvian company accessed this financial aid (subsidy) from the state is that the
amount allocated for exhibitions is very small covering only a small part of the total costs
for participating to an exhibition. In Sweden the legislation favorites the businesses that
work as travel agencies or tour operators by offering deductions, one of the interviewees
saying that there are “fax laws, it is deductible for our clients to go on a trip” (SWE-B-operator),
but in Romania “here is no national plan for sustaining SMEs through economic measures that can al-
low their development” argued RO-E-operator. Thus, the Romanian government does not get
involved enough in the development of the tourism sector. The government should pro-
vide a proper infrastructure, basic facilities which in many locations are inexistent and sup-
port financially the tourism sector through different financial aids.

A new bootstrapping method, considered to belong to “external cash-increasing” category
was identified during the interviews by one entrepreneur. This method consists of obtain-
ing extra financial benefits by offering a new service, using the almost the same amount of
resources. Thus, SWE-C-agency admitted offering an extra service as a means of earning
new revenues by involving insignificant extra costs. He was the only one who found an
opportunity of using the resources he had for offering one more service by using his inge-
nuity. SWE-C-agency revealed that “we have enough space in our parking for other trucks too and al-
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50 the facilities needed, so besides organizing travels we also offer this parking service and we discovered that
the trucks needed also to be washed, thus, now we provide them this service too”. In the tourism sector it
is not a common thing to offer services that are not directly related to this sector, even
though the travel agencies or tour operators could offer to their clients also certain prod-
ucts that might be useful for them during their travel (for example: sun-glasses or sun pro-
tection creams).

To conclude, the “external cash-increasing” bootstrapping methods present several pat-
terns typical to the tourism sector. All the entrepreneurs seek to find the best condi-
tions with suppliers and to obtain payments in advance from customers, this repre-
senting the core of the businesses acting in this field of activity. An interesting fact is that
the companies seek to obtain the best conditions possible for clients in terms of
quality of services and uniqueness of the experience, being aware of the importance of
keeping them content with the services provided, this being the reason for always seeking
the best conditions with suppliers.

All the interviewed enterprises started small, which brings up to the conclusion that, as dis-
cussed before, none of the firms recurred to external funding, 100% of the companies
sustaining that they have started either with own savings or with capital borrowed from
family or friends.

Social networks, both strong and weak ties, present a high importance for the tour-
ism sector, strong ties being considered more important for Romania though. Networking
helps sharing the information, promoting the travel agency or tour operator. Moreover, a
carefully planned cash-conversion cycle is very important for firms acting in this sector
because it will lead to a better cash flow management and therefore company’ performance,
this is why the entrepreneurs pay much attention to this aspect.

5.2.2 External cost-decreasing category

When it comes to “external cost-decreasing” bootstrapping methods, the context involves
as in the previous category other stakeholders besides the owner, but the reasoning behind
this is to reduce the need for extra capital by using different ingenious methods.

Most of the methods included in this category refer to the tangible resources of the com-
panies. The findings showed that the majority of the firms (73%) bought used equip-
ment instead of new during their activity. Except 3 companies, all the other ones have
bought used equipment at some extent, even though it was just a matter of choice, the ones
that have not used this method considering that used equipment might involve more costs
on the long term. It is considered though to be a successful bootstrapping method as none
of the interviewees have mentioned regretting to have bought used equipment.

Moreover, leasing equipment is a method used by 36% of the interviewees, not being very
popular in the tourism sector except in the cases of the tour operators that own busses
such as SWE-C-agency that works also as tour operator or in other cases just for buying a
car but not for other equipment. Travel agencies and tour operators do not have too many
tangible assets except some office equipment and own cars and as it was mentioned before
in some cases busses.

The multiple-case study showed that borrowing equipment from other companies or shar-
ing equipment with other companies are two methods used only by Latvian entrepreneurs.
LV-B-operator said that “af this moment we have the same premises, as well as the same equipment”,
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reasoning this with the fact that they will merge into one company with the business that
they shared or borrowed the equipment from.

The main reasons for using all the previously mentioned methods are reducing the costs
and lack of capital. Cost reduction and lack of capital are also the reasons for practicing
barter, exchanging services with other companies, such as advertising companies, 45% of
the interviewees practicing this method. Barter is seen by the companies that used it as use-
ful for obtaining mainly advertising services by offering in return travel packages for the
advertising companies. The views upon this method are different from one company to
another, the ones that have not used this method considering it not useful because often
times involves more costs instead of reducing them. By interpreting the information barter
is considered an efficient method for getting certain services when the businesses lack the
necessary financial resources when the service is needed and often times it might decrease
costs by exchanging for example some packages already bought but that have a low proba-
bility of being sold with a service that is needed in that moment, such as advertising in or-
der to gain more clients.

On the same line of ideas, cost-reduction is one other motive for using bootstrapping, en-
trepreneurs mentioning that they seldom cooperate with other businesses in purchasing for
this reason. “Cooperating with other businesses helps us offer better rates to our customers together with
increasing our efficiency and competitiveness” sustained RO-D-agency. The two companies that
cooperate in purchasing different services identified this opportunity and fructified it,
though the study showed that this is not such a common bootstrapping method.

One important aspect in the discussed context of available resources is lack of enough fi-
nancial resources and for reducing the costs, which represent the reasons why many of the
interviewed entrepreneurs have shared their premises with other businesses. When it comes
to sharing premises, there have been identified two types of businesses: the ones that
shared their premises in the beginning of their activity and the ones that still share premises
with other businesses. For the former ones the reason for sharing premises is lack of capi-
tal, therefore they have done it out of necessity, but for the latter ones the reason is cost-
reduction as they identified an opportunity to reduce the need for resources and at the
same time to share the premises with a company that provides complementary services,
thus an opportunity to gain more clients.

Another aspect is that in the tourism sector, more specifically in the travel agencies and
tour operators, the human resources present a high importance, being very important as-
sets of a company but also very expensive, SWE-C-agency arguing that “ewployees are the most
expensive asset in our company”. Which is why, in order to reduce the costs with salaries, in the
researched sector a frequently used bootstrapping method is sharing employees with other
businesses, such as tour guides. Many of the interviewed companies work both as travel
agencies and tour operators, and sharing employees with other businesses such as tour
guides is a specific method used by the tour operators.

Related to networking, sharing employees and premises with other businesses, cooperating
with other businesses all use weak ties and sometimes “brokerage” for achieving their goals
of cost-reduction or obtaining better prices for clients, helping the companies also in im-
proving their reputation, reaching customers’ expectations and maybe sometimes overcome
them.

The patterns affiliated to this category include buying used equipment instead of
new for reducing the costs and specific for the tourism sector is sharing premises with
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other businesses as a result of a lack of financial resources needed. Adopting the method
of sharing the premises with other businesses has the capacity to lead to special benefits,
such as offering to customers complementary services (for example: insurance company
which can provide insurance to travelers). Human resources are a very important asset in
the tourism line of business. A pattern found in this respect being that only the firms that
work as tour operators, this being either primary or secondary activity, share employees
with other businesses and these are the tour guides employed for temporary periods, for
one trip or for one season.

5.3  Entrepreneurs’ direct influence on bootstrapping

5.3.1 Internal cash-increasing category

The category “internal cash-increasing” relates to a context focused on the own-
er/entrepreneur and his/her contribution to bringing cash to the business. The research
has shown that the travel agencies and tour operators were all aware of the difficulty of ob-
taining initial funding from external sources, such as debt or equity, some of them directly
recognizing that they prefer being independent. SWE-B-operator even recognized that “we
are against obtaining loans from the banks”.

The financial resources that the company has or needs are very important for the perfor-
mance of the company, lacking financial resources resulting in applying various bootstrap-
ping methods. Lack of current liquidity and the impossibility of obtaining quick funding
from other sources were seen as the reasons for using own private credit cards of entrepre-
neurs to cover the company’s expenses, withhold or reduce the manager’s salary when
needed, but also to use capital obtained through manager’s assignments in other businesses.

Withholding owners’ salary for a period of time is a method used by more than half of the
interviewed entrepreneurs as a means of reducing the costs when they do not have enough
financial resources. The entrepreneurs that do not need to use this method are assumed to
have a good cash flow management, therefore not having this need for bootstrapping in
this way.

However, using managers’ private credit cards for covering the company’s expenses was
found to be more common in Latvia and Sweden than in Romania according to the multi-
ple-case study (only 1 Romanian company out of 5 recognized using this method). LV-A-
agency noted that “I used my credit card even in the last night, in order to get client back home”. 1t is
assumed that the companies that decide not to use their own private credit cards for cover-
ing the expenses of their businesses do this because they prefer to keep business apart from
their private life.

Not that common is for managers to have assignments in other businesses, just one Latvi-
an entrepreneur recognized obtaining capital for his business via his assignments in another
business. Even though, LV-A-agency admitted ““/# was long time ago”. The reason for not get-
ting involved in other businesses is that the entrepreneurs that work in the tourism sector
are extremely passionate about what they do, this is how the majority of interviewees rec-
ognized starting their business from a passion, putting all the effort and time in making
their business work.

All these, lead to the conclusion that “internal cash-increasing” category has a pattern in
withholding manager’s salary for shorter or longer periods of time due to lack of
current liquidity and the impossibility of obtaining quick funding from other sources.
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Many entrepreneurs started by developing a hobby, a passion into a business. This
is why they do not have enough time and will to get involved in other businesses.

5.3.2 Internal cost-decreasing category

The last category “internal cost-decreasing” is set up in a context of daily routines and
general internal operations of the investigated businesses.

In the context of how companies conduct their internal operations, it was found that in
each of the three countries there have been businesses run completely from home in the
beginning of their activity. As a general trend, running the business completely from home
in this sector of activity is due to financial constraints and usually happens right after the
establishment of the business, in the first 1-2 years of activity. For some companies it is a
way of avoiding unnecessary expenses in the beginning of their business when the uncer-
tainty is still significantly high. This method is also considered to be a way of starting the
business while keeping the actual job. In Sweden, all the interviewed companies ran their
businesses from home for a while, one of them still working from home without needing
an office and having at the same time a database with approximately 1500 clients and or-
ganizing between 10-15 trips/yeat. He argued that ‘T do not need office; my business is small and 1
can run it from home” (SWE-A-operator).

Continuing in the same context, a frequently used bootstrapping method is hiring tempo-
rary personnel (75% of the total), the trend is to employ temporary the tour guides who
are employed for a shorter period of time. Applying this method contributes to reducing
the cost with employees and having a larger variety of more skilled tour guides for each
destination. Some examples are:

o “Our tourist guides are employed also in other companies or institutions, for example teachers that
during the summer work as tourist guides” (RO-C-agency).

o  “We have tour guides who work for short term, for example, for one/two days” (SWE-C-
agency).

e [V-C-agency acknowledged the fact that some tourist guides are employed just for
particular trips and “zhey are not permanent employees”.

Another method is employing friends/family, 64% of the interviewees recognizing using
this method. LV-B-operator even confessed that he has employed a close relative “without
any salary”. An interesting fact though is that in Romania it seems that all the interviewed
companies have used this method. This shows once more that the strong ties are more
commonly used in Romania than in the other 2 countries, the interpretation being the same
as in the case of borrowing money from family or friends.

By focusing on the context of daily routines, it should be noted that as many as 82% use
certain routines in order to speed up invoicing, such as special programs and processes
for improving their accounts payable and accounts receivable or e-invoicing. Another issue
related to the daily routines is how to efficiently deal with stocks. The findings showed that
travel agencies do not usually have stocks, but some of the tour operators do, therefore,
18% of the interviewees recognized using various routines in order to minimize the capital
invested in stocks. For instance, SWE-B-operator argued that “due to the experience gained dur-
ing our 15 years of activity in selling tickets for different events, now it is easier to predict the amonnt of
tickets required by customers, therefore we can estimate better the quantity we need. We have good relation-
ships with the football clubs, so in case we need more tickets we can always ask for more or in case we need
to give back some tickets, we can return them without having any losses”. The usage of both of these
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routines brings up once more the subject of cash-conversion cycle and how this can be
shortened. Apparently, companies are aware of the importance of cash flow management,
as it was concluded before, recognizing the importance of managing efficiently their work-
ing capital for reducing the need for outside capital.

Furthermore, in the same examined context, the issue of dealing with customers presents
importance, bringing to light some interesting facts. It seems that entrepreneurs do not
know how to deliberately choose the customers who pay quickly, the results of the case
studies showing that only 2 out of 11 entrepreneurs have knowledge about this method and
use it. There have not been identified any methods of deliberately choosing customers who
pay quicker, in addition, travel agencies and tour operators cannot afford to select certain
customers, all customers presenting importance for their businesses.

Nevertheless, travel agencies and tour operators do not offer discounts to customers if they
pay in cash, except one Latvian entrepreneur who mentioned that “sometines we offer discounts
Jor the customers who pay in cash, but really rare” (LV-B-operator). The Romanian companies do
not offer discounts to customers who pay in cash because most of their customers indeed
pay cash, just a few of them pay through bank. RO-E-operator stated that “our customers are
Physicals persons, this is why they usually pay in euro, most of the times in cash, seldom paying throngh
bank”. On the contrary, in Sweden all the interviewed companies found it normal for the
customers to pay through bank. During the interviews, Swedish entrepreneurs mentioned
that they did not even consider the option of being paid in cash by their clients. SWE-A-
operator pointed out that “@// transactions are completed through bank, not cash”. Also, they do
not cease business relations with customers who frequently pay late because this scantily
occurs. One exception exists though, LV-C-agency, who admitted that “in case a client pays
late very often, we are not interested in cooperating with him/ her anymore”.

Additionally, except SWE-A-operator who stated that “I offer the same conditions to all the cus-
tomers, no discounts, because I struggle to offer them the lowest possible prices”, all the other entrepre-
neurs acknowledged that they offer discounts to their customers depending on a large vari-
ety of factors, some examples being:

o “We offer discounts to customers who pay for their spring/ summer trip in advance already in the
winter. In this way the company ensures the positive cash flow —also in the winter”(LV-A-
agency)

o “We have discounts depending on clients’ financial situation, age etc.” (SWE-C-agency)

o “We have a program called early booking consisting of offering discounts for customers who book
their travels earlier” (RO-E-operator).

Offering discounts is again specific for this sector of activity as they are considered to be a
good incentive and are used also as a marketing tool for gaining more customers.

Still in the context of internal operations, the findings showed that using interest on over-
due payment from customers is not used at all by the interviewed entrepreneurs, as it will
contradict the method of obtaining payments in advance from customers, travel agencies
and tour operators obtaining the entire payments before the departure of the customer.

“Internal cost-decreasing” category also has some patterns specific for the tourism sec-
tor, such as running the business completely from home due to various reasons: finan-
cial constraints, avoiding unnecessary expenses, being able to keep the current job or be-
cause they simply do not need an office. Another pattern is to employ temporary per-
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sonnel, such as tour guides. A pattern for this sector is also to offer discounts to cus-
tomer, being a very good incentive and helping in attracting more customers.

5.4 Motives resulted after the analysis and interpretation of the
empirical findings

After analyzing and interpreting the empirical findings, the main reasons for using the
bootstrapping methods for each of the categories are cost reduction and lack of capital.
This confirms the findings of Harrison et al. (2004) who stated that small businesses have
the tendency to use bootstrapping methods for reducing their costs and the findings of
Van Auken (2005) which showed that non-technological firms use bootstrapping methods
in order to reduce their costs. However, the research conducted within the master thesis
revealed that there are also other important motives for bootstrapping.

As it was already mentioned in the introduction, the seasonality of the businesses in the
tourism sector causes problems with cash flow. The analysis showed that for overcoming
these problems, entrepreneurs used various bootstrapping methods in order to improve
cash flow management.

Other motives for bootstrapping identified by the interviewees were: keeping their free-
dom, independence and keeping full ownership of the companies, lowering the financial
risks, as well as earning new revenues by providing complementary services. An interesting
motivation for choosing to bootstrap was considered to be shifting their hobbies into fea-
sible businesses, taking into account that most of the interviewees started their businesses
by developing a passion for tourism and travels.

5.5 Cross-national differences that influence the tourism sector

According to Li et al. (2001) the institutional theory has defined two “sets of constraints”
that influence the performance of a business and the decision-making process. The authors
stated that one set consists of “economic, political and judicial rules” and the other one
consists of culture and the way it influences the behavior in a business. According to these
findings in the literature, the research had part of the focus also on the influence of these
aspects in the decision-making process of the entrepreneurs, how they influence the rea-
soning of the entrepreneurs in the tourism sector.

In order to identify if there are any differences between the three countries, the interview-
ees and the survey-based questioned entrepreneurs were asked to give their opinion regard-
ing the influence of the business environment, economic development of their country,
cultural influence, or define other factors they consider important in influencing their busi-
ness and implicitly the sector in which they do business. The differences between countries
are important for analyzing the bootstrapping methods that the entrepreneurs in each of
the countries have used and their reasons in choosing to use those specific methods.

As a general trend, entrepreneurs consider that all the above mentioned factors have an
impact on their businesses in all of the three countries.

The economic development of the country has an influence on the performance of the
businesses, an important factor being the living standard because “people don't travel as much if
the economic development is low” (SWE-A-operator). The obvious difference is shown between
the three countries when it comes to legislation, infrastructure, basic facilities, emphasis
and promotion of the touristic resources of each country. In Sweden none of the entrepre-
neurs identified such problems, being quite satisfied with the economic development of the
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country and considering that it affects them positively. Latvians and Romanians do not
share the same opinion; instead they believe that the impact is negative because the two
countries are not as developed as Sweden.

In Latvia, the entrepreneurs share the general opinion that business environment affects
negatively their businesses because there are many unreliable tourism agencies and tour op-
erators, LV-B-operator stating that “%he main problem in the business environment in Latvia is une-
qual rules of the game. For example, there are a lot of travel agencies and tour operators who do not pay
taxes and it is the fundamental problem. Many companies pay the salaries “in the envelopes”. In this case
we cannot compete with the companies who cheat...”. Similar problems were identified also in Ro-
mania, where “during the last 2 years there were many tour-operators that tricked the clients (by promis-
ing them very low prices and then going bankrupted, leaving the clients with the money paid and no trip),
therefore the entire tourism sector lost credibility and many clients” stated RO-D-agency.

Another entrepreneur believed that “zhe business environment among travel agencies and tour opera-
tors in Latvia is not friendly; people are not willing to cooperate with each other(LV-A-agency). By
comparison Romanian entrepreneurs identified that the poor quality of services influences
their businesses and a big problem is the legislation, which is unstable, there are ‘freguent
changes in legislation (different taxes appear or are being modified “over the night”) and the high number of
taxes and fees that need to be paid plus the forms that need to be filled in for paying them (bureancracy)
Jorces the small companies to employ a person to do this, involving therefore more expenses for the company”
said RO-D-agency.

In Sweden the legislation favorites the businesses that work as travel agencies or tour oper-
ators by offering, one of the interviewees saying that there are “zax laws, it is deductible for onr
clients to go on a trip”, but in Romania “there is no national plan for sustaining SMEs through econom-
ic measures that can allow their development” argued RO-E-operator.

When asked about the influence of the culture on the businesses, mainly the entrepreneurs
talked about the customers, their behavior, habits, beliefs and traditions. It is logical, be-
cause the business of travel agencies and tour operators is directly dependent on the cus-
tomers.

The major part of Swedish entrepreneurs emphasized that their clients always pay on time,
one of them stating that “our customers are very honest and reliable”. It means that the companies
from Sweden always know that the money will come on time and in this way it is easier for
the entrepreneurs to have a better management of the cash flow. In comparison, Latvians
praised their clients as great travelers, not payers: “Latvians are one of the biggest travelers in the
world. The nation is really small, but people travel a lot” and “Latvians' willingness to travel increases all
the time” (LV-C-agency). Not so optimistic about the culture of their clients are Romanian
entrepreneurs, one of them stating that “#he fourism sector in Romania is not, unfortunately, mature
enough, for exanmple, the fact that people do not travel frequently, they are not used to travel also in extra-
season and take advantage of the lower prices; everyone hurries up in July-August when they plan their hol-
idays” (RO-A-agency).

Although the entreprencurs did not revealed how exactly the culture influences their busi-
nesses, considering entrepreneurs’ answers it seems logical that the travel agencies and tour
operators appreciate people’ willingness to travel and ability to pay on time, because these
two issues are the fundamentals for their businesses.

39



By looking back at the empirical findings, their analysis and interpretation, it can be sum-
marized that the travel agencies and tour operators from Sweden, Latvia and Romania use
a wide range of bootstrapping methods, considering seeking out best conditions possible
with supplier/s and obtaining payment in advance from customers as the most important
techniques. Even though there are different motives that lay behind the choice of boot-
strapping, the entrepreneurs from the tourism sector (travel agencies and tour operators)
recognized that the main motive for bootstrapping is cost-reduction. In general, it can be
concluded that there are not significant differences in the usage of bootstrapping methods
and in the motivation from cross-national point of view, even though three countries differ
in the terms of economic development, as well as of internal business environment and cul-
ture.
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6 Conclusions

The purpose of the master thesis was to investigate the usage of bootstrapping methods
and understand the main motives for utilizing bootstrapping from a sectorial and cross-
national point of view. In order to accomplish this purpose, the research has been con-
ducted among the travel agencies and tour operators, both of them being the main players
in the tourism sector, from Sweden, Latvia and Romania. The empirical findings showed
that there are no significant differences in the usage of bootstrapping methods and in the
motivation that lays behind bootstrapping among particular enterprises within the tourism
sector from three different countries, in this way rejecting the initial supposition that sug-
gested that there could be various differences because of the distinctive economic devel-
opment, internal business environment or culture stated by Puffer (1993), Li et al. (2001)
and Winborg (2009).

By implementing the empirical findings into the 4-category Model, it was lighten up that
the travel agencies and tour operators have used bootstrapping techniques from each of
categories (external cash-increasing, external cost-decreasing, internal cash-increasing, in-
ternal cost-decreasing). However, the results unveiled that the most used bootstrapping
methods among the travel agencies and tour operators from Sweden, Latvia and Romania
are: (1) seeking out best conditions possible with supplier/s and (2) obtaining pay-
ment in advance from customers.

The usage of the two most popular bootstrapping techniques demonstrates the great im-
portance of social networking in the tourism sector; therefore this supports the findings
of Jones and Jayawarna (2010) who argued that social networking have a clear influence on
a company’s performance, contributing to the acquisition of financial resources. In fact,
there were identified small differences from a cross-national point of view. Romanian en-
trepreneurs used their strong ties in the process of bootstrapping more frequently than
Swedish and Latvian entrepreneurs, this being explained by the differences in the percep-
tion of the family institution.

When it comes to motives, the results revealed that even though there are a number of mo-
tives for using bootstrapping methods, the main motive is cost reduction. However, one
other important motive is lack of capital. Taking into account that the businesses in the
tourism sector are highly influenced by the seasonality, the companies are forced to pay
more attention to their cash flow management.

To sum up, it can be concluded that there are no notable differences in the usage of boot-
strapping methods and in the motivation from a cross-national point of view. There have
been found a few patterns in the use of bootstrapping techniques that are specific for the
tourism sector (more precisely, for the travel agencies and tour operators).
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7  Discussion and implications

The purpose of the master thesis was to understand the phenomena of bootstrapping from
a sectorial and cross-national point of view. The study focused on the usage of bootstrap-
ping methods and the motivation that lays behind bootstrapping. The empirical findings
showed that there are a few sectorial specificities in the use of bootstrapping and that there
are no significant differences from a cross-national perspective.

The strength of the master thesis is that the study combined both sectorial and cross-
national perspectives, focusing on the tourism sector which has not received too much at-
tention in the literature and not at all in the bootstrapping related literature, as well as ex-
panding the existent research in more countries. There have been identified certain speci-
ficities of the tourism sector. The interpretations of the results showed that social network-
ing is a facilitator for many bootstrapping methods, tourism sector implying a continuous
interaction with different stakeholders. Another aspect resulted from the interpretations is
that cash flow management plays a vital role for the businesses in the tourism sector, this
being explained by the problems caused by seasonality and a constant need of a carefully
planned cash-conversion cycle.

Taking into account the previously mentioned findings, there are some suggestions for fu-
ture research. First of all, it is considered that one of the directions in the future research
could be to deeper examine social networking as a prerequisite for successful bootstrap-
ping. Secondly, taking into consideration the fact that bootstrapping is tightly interlinked
with cash flow management, it would be useful to examine the link between bootstrapping
and cash flow management. Additionally, it would be interesting to study how the financial
performance of the businesses is affected by the way the bootstrapping methods are used
over time.

However, there are certain limitations of the study. Firstly, even though there are many
players in the tourism sector, the research has been based only on the travel agencies and
tour operators, which limits the observations of the tourism sector as a whole. Secondly,
there were selected only three countries (Sweden, Latvia and Romania) that are rather simi-
lar than different, therefore, probably that is the reason why the results did not show the
differences in the usage of bootstrapping methods and in the motivation for bootstrapping
from the cross-national point of view. Moreover, due to the time limitation there has been
collected a small scope of samples, this leading to a limited amount of data used for analy-
sis and interpretation.

The master thesis has brought additional knowledge and understanding in the field of
bootstrapping, useful both for academicians and practitioners. Although the theory empha-
sized the importance of bootstrapping in the business, in the real life context it was felt that
bootstrapping is much more important and vital for the enterprises, as one entrepreneur
from Latvia stated “#he only way for small enterprise to survive is to bootstrap”! Unfortunately, it
was found that entrepreneurs lack the knowledge about bootstrapping and there is still a
need for future research.
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Appendix

Appendix |

Bootstrapping methods identified by Winborg and Landstrém (1997, 2001)

Bootstrapping methods with the purpose to reduce the need for capital

1. Buy used equipment instead of new.

2. Use routines in order to speed up invoicing.

3. Borrow equipment from other businesses for shorter periods.

4. Use interest on overdue payment from customers.

5. Hire personnel instead of employing permanently.

. Use routines in order to minimize capital invested in stock.

. Co-ordinate purchases with other businesses.

6
7
8. Lease equipment instead of buying.
9

. Cease business relations with customers frequently paying late.

10. Offer the same conditions to all customers.

11. Practice barter instead of buying/selling goods.

12. Offer customers discounts if paying cash.

13. Buy on consignment from suppliet/s.

14. Deliberately choose customers who pay quickly.

15. Share premises with others.

16. Employ relatives and/or friends at non-market salary.

17. Run the business completely in the home.

18. Share equipment with other businesses.

19. Share employees with other businesses.

Bootstrapping methods with the purpose to meet the need for capital

1. Seek out best conditions possible with suppliet/s.

2. Withhold manager’s salary for shorter/longer petiods.

3. Deliberately delay payment to suppliet/s.

4. Obtain payment in advance from customers.

5. Use of manager’s private credit card for business expenses.

0. Obtain capital via manager’s assignments in other businesses.

7. Obtain loan from relatives/ friends.

8. Deliberately delay payment of value-added tax.

9. Obtain subsidy from County Administrative Board.

10. Obtain subsidy from County Labour Board.

11. Obtain subsidy from Swedish National Board for Industrial & Technical Develop-

ment.

12. Raise capital from a factoring company.

13. Obtain subsidy from the foundation Innovationscentrum.
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Appendix

Appendix 2

Bootstrapping methods used during the semi-structured interviews and in the ques-
tionnaire from the ones identified by Winborg and Landstrém (1997, 2001)

1. Buy used equipment instead of new.

2. Seek out best conditions possible with suppliet/s.

3. Withhold managet’s salary for shorter/longer petiods.

4. Deliberately delay payment to suppliet/s.

5. Use routines in order to speed up invoicing.

6. Borrow equipment from other businesses for shorter periods.

7. Use interest on overdue payment from customers.

8. Hire personnel instead of employing permanently.

9. Use routines in order to minimize capital invested in stock.

10. Co-ordinate purchases with other businesses.

11. Lease equipment instead of buying.

12. Obtain payment in advance from customers.

13. Cease business relations with customers frequently paying late.

14. Use of manager’s private credit card for business expenses.

15. Offer the same conditions to all customers.

16. Obtain capital via manager’s assignments in other businesses.

17. Obtain loan from relatives/ friends.

18. Practice barter instead of buying/selling goods.

19. Offer customers discounts if paying cash.

20. Buy on consignment from suppliet/s.

21. Deliberately choose customers who pay quickly.

22. Share premises with others.

23. Employ relatives and/or friends at non-market salary.

24. Deliberately delay payment of value-added tax.

25. Run the business completely in the home.

26. Obtain subsidy from public institutions.

27. Share equipment with other businesses.

28. Share employees with other businesses.

29. Raise capital from a factoring company.
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Appendix 3

Internet-mediated questionnaire in English that was distributed via Internet

1. What is the principal activity of your company?
Travel agency
Tour operator
2. When was your company established?
3. How many employees are in your company?
° <10
° <50
° <250
° 2250
4. What was the turnover of your company in 20117
© < EUR 2 million
© < EUR 10 million
© < EUR 50 million
© > EUR 50 million
5. Which of these bootstrapping methods do you recognize using in your company

now or in the past?

Iy o Iy i I o

Obtain loan from relatives/friends.

Use of manager’s private credit card for business expenses.
Run the business completely in the home.

Obtain capital via managet’s assignments in other businesses.
Withhold managet’s salary for shorter/longer petiods.
Hire personnel instead of employing permanently.
Employ relatives and/or friends at non-market salary.
Share employees with other businesses.

Use routines in order to speed up invoicing.

Use routines in order to minimize capital invested in stock.
Co-ordinate purchases with other businesses.

Deliberately delay payment of value-added tax.
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Obtain subsidy from public institutions.

Raise capital from a factoring company.

Buy used equipment instead of new.

Borrow equipment from other businesses for shorter periods.
Share premises with others.

Share equipment with other businesses.

Lease equipment instead of buying.

Seek out best conditions possible with suppliet/s.

Buy on consignment from suppliet/s.

Deliberately delay payment to supplier/s.

Practice barter instead of buying/selling goods.

Offer the same conditions to all customers.

Offer customers discounts if paying cash.

Obtain payment in advance from customers.

Use interest on overdue payment from customers.

Cease business relations with customers frequently paying late.
Deliberately choose customers who pay quickly.

Other.

What are the main motives for using bootstrapping methods in your company?

Cost reduction.

Managing without long-term external finance.
Lack of capital.

Risk reduction.

Gaining freedom of action.

Saving time.

Enjoyment of helping others and getting help.

Other motive.

Which of these factors affect your business and how? Please explain.

Business environment.

Economical development of country.

Culture of country.

Other.
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Appendix

Descriptive information of the samples from Sweden

What is the When was How many em-

principal activi- | your company | ployees are in What was the turn-

ty of your com- | established? your company? | over of your com-

pany? (Q1) (Q2) (Q3) pany in 2011? (Q4)

1 - Travel agency 1-<10 1 - < EUR 2 million

2 - Tour operator 2-<50 2 - = EUR 10 million
3 - <250 3 - = EUR 50 million
4-2>250 4 - > EUR 50 million

Multiple cases

Q1 Q2 Q3 Q4

2 2004 1 1

2 1997 1 1

1 1987 2

Survey

Q1 Q2 Q3 Q4

2 20006 1 2

1 2005 1 1

2 2007 1 1

2 1992 1 1

1 2001 1 1

2 1992 1 2

1 2001 1 1

2 1976 1 2

1 1983 1 2
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Appendix

Descriptive information of the samples from Latvia

What is the When was your | How many What was the

principal activity | company employees are | turnover of your

of your company? | established? in your company in 20117

Q) (Q2) company? (Q3) | (Q4)

1 - Travel agency 1-<10 1 - < EUR 2 million

2 - Tour operator 2-<50 2 - = EUR 10 million
3 - <250 3 - = EUR 50 million
4-2250 4 - > EUR 50 million

Multiple-cases

Q1 Q2 Q3 Q4

1 1994 2 2

2 2006 1 1

1 2008 2 2

Survey

Q1 Q2 Q3 Q4

1 2006 1 1

1 1998 1 1

1 1997 1 1

1 2008 1 1

1 2007 1 1

1 1993 2 3

2 2008 1 1

2 2005 1 1

2 2009 1 1

2 2006 1 1

1 1993 1 1

2 2009 1 1

2 2008 1 1

1 2001 1 1

1 1995 1 1

2 2011 1 1

1 2005 1 1

1 2010 1 1

1 1969 1 1

1 2006 1 1

1 2007 1 1

1 2005 1 1

2 2008 1 1
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Appendix 6

Descriptive information of the samples from Romania

What is the When was How many What was the

principal activity your company | employees are in | turnover of your

of your company? | established? your company? company in 20117

Q) (Q2) (Q3) (Q4)

1 - Travel agency 1-<10 1 - = EUR 2 million

2 - Tour operator 2-<50 2 - = EUR 10 million
3-<250 3 - =< EUR 50 million
4-2250 4 - > EUR 50 million

Multiple-cases

Q1 Q2 Q3 Q4

1 1993 1 1

2 2002 1 1

1 2006 1 1

1 2006 1 1

2 1997 1 1

Survey

Q1 Q2 Q3 Q4

1 1993 2 1

1 2000 1 1

2 1990 2 1

1 2007 1 1

2 2002 1 2

2 1995 1 1

2 1998 2 1

1 2007 1 1

2 1996 1 1

2 1999 1 1

1 2009 2 2

2 2006 1 1

1 2007 1 1

2 2000 1 1

2 2009 1 2

2 1992 1 1

1 2010 1 1

2 1998 2 2
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Appendix 7

Bootstrapping methods used among the travel agencies and tour operators (multi-

ple-case study)

Seck out best conditions possible with suppliet/s.

Obtain payment in advance from customers.

Use routines in order to speed up invoidng.

Hire personnel instead of employing permanently.

Buy used equipment instead of new.

Run the business completely in the home.

Withhold manager’s salaty for shorter/longer periods.
Deliberately delay payment to supplier/s.

Obtain loan from relatives/ friends.

Use of manager’s private aredit card for business expenses.
Share premises with others.

Practice barter instead of buying/selling goods.

Employ relatives and/ or friends at non-matket salary.

Share employees with other businesses.

Lease equipment instead of buying.

Deliberately delay payment of value-added tax.

Buy on consignment from supplier/s.

Use routines in order to minimize aapital invested in stock.
Co-ordinate purchases with other businesses.

Obtain subsidy from publicinstitutions.

Deliberately choose aastomers who pay quidkly.

Obtain apital via manager’s assignments in other businesses.
Borrow equipment from other businesses for shorter periods.
Share equipment with other businesses.

Offer the same conditions to all axstomers.

Offer austomers discounts if paying cash.

Cease business relations with customers frequently paying late.
Raise capital from a factoring company.

Use interest on overdue payment from cistomers.

0%  10%

20%

30% 40% 50% 60% 70%

80%

90%

100%
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Appendix

Appendix 8
Bootstrapping methods used among the travel agencies and tour operators (survey)

0% 10% 20% 30% 40% 50% 60% 70% 80% 90% 100%

Seck out best conditions possible with suppliet/s. e

Obtain payment in advance from aistomers.

Cease business relations with castomers frequently paying late
Withhold managet’s salary for shorter/longer petiods.
Deliberately choose austomers who pay quickly.

Use of manager’s private aredit card for business expenses.
Buy used equipment instead of new.

Lease equipment instead of buying.

Hire personnel instead of employing permanently.

Share employees with other businesses.

Run the business completely in the home.

Share premises with others.
Obtain loan from relatives/ friends.

Share equipment with other businesses.

Buy on consignment from supp]ier/s.

Obtain capital via manager’s assignments in other businesses.

Use routines in order to speed up invoidng.

Offer the same conditions to all customers.

Deliberately delay payment to suppliet/s.

Employ relatives and/or friends at non-market salaty.
Practice barter instead of buying/selling goods.

Use interest on overdue payment from customers.
Deliberately delay payment of value-added tax.

Offer austomers discounts if paying cash.

Co-ordinate purchases with other businesses.
Borrow equipment from other businesses for shorter periods.
Obtain subsidy from publicinstitutions.

Use routines in order to minimize apital invested in stodk.

Raise apital from a factoring company.

B Sweden M Tatvia ® Romania
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Appendix 9
Motives identified during the interviews (multiple-case study)
Multiple-case Study Sweden | Latvia | Romania | TOTAL | TOTAL
(Vo)
Cost reduction 2 3 5 10 91%
Lack of capital 2 0 3 5 45%
Risk reduction 0 2 3 45%
Gaining freedom of ac- | 1 0 3 36%
tion
Managing without long- | 0 2 0 2 18%
term external finance
Saving time 1 0 0 1 9%
Enjoyment of helping | 1 0 0 1 9%
others and getting help
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Motives identified in the survey

Appendix

Survey Sweden | Latvia | Romania | TOTAL  TOTAL
(o)

Cost reduction 4 19 13 36 72%

Risk reduction 4 15 9 28 56%

Saving time 1 15 6 22 44%

Managing without long- | 5 8 7 20 40%

term external finance

Gaining freedom of ac- | 2 9 3 14 28%

tion

Enjoyment of helping | 2 8 4 14 28%

others and getting help

Lack of capital 2 6 3 11 22%
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