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Introduction  

Small firms form the backbone of many economies (Kroop 

et al., 2006). According to the El-Gohary et al., (2008) the small 

enterprises contribute significantly to the economic growth and 

development of many economies. Okpara (2009) opines small 

firms are characterised by dynamism, innovativeness, efficiency, 

flexibility which enables quicker decision making. 

Consequently, in many countries, small firms are seen as 

strategic to industrial development and competitiveness 

(Hallberg, 2000; Kazeem and Van der Heijden, 2006). However, 

many small firms, as well as large ones, operate in turbulent and 

rapidly changing environments, faced with increased 

globalisation and changing customer demands and opportunities 

(Gosselin and Bauwen, 2006; Swierczek and Ha, 2003; Teece et 

al., 1997; Moller et al., 2005). In most cases, large firms are 

more endowed in terms of resources and therefore competences 

than the small firms (Ketchen et al., 2007). From the foregoing, 

scholars and practitioners of many small firms remain focused 

with keen interests in studying and understanding how small 

firms operate in a dynamic competitive environment. In this 

context, how small firms strategically align the little resources to 

achieve and sustain competitive advantage becomes important.  

The aim of this study is to increase our understanding of 

small firm competitiveness through their entrepreneurial 

activities (opportunity-seeking behaviours) from a Resource-

Based perspective. Further, the paper aims at highlighting how 

small firms can grapple with the challenges in the competitive 

environment through the strategic (advantage-seeking) as well as 

entrepreneurial alignment of resources to create and sustain 

competitive advantages. “Competitive advantage is at the heart 

of firm’s performance”, opines Bani-Hani and AlHawary, 

(2009). 

This article, continues with a review of literatures on 

strategic entrepreneurship and the Resource-Based View and 

then presents an integration of these concepts in the context of 

the competitiveness of the small firm. 

The concept of strategic entrepreneurship 

The concept of strategic entrepreneurship, according to 

Shindehutte and Morris (2009) is a new concept in the field of 

management. It is evident from the name, that strategic 

entrepreneurship welds together the entrepreneurship and 

strategy domains (Ketchen et al., 2007). The word “strategy” 

finds numerous definitions in the management field. Mintzberg 

(2003) considers strategy as a process that is encapsulated in the 

five P’s of Plan, Ploy, Pattern, Position and Perspective. 

Wiklund and Shepherd (2003) consider strategy the firm’s 

strategy in terms of its entrepreneurial orientation. 

Entrepreneurial orientation reflects the firm’s propensity to 

strategically achieve its objectives by engaging in innovative, 

risk-taking and proactive activities (Knight, 2000). Further, 

Kuratko and Audrestch (2009) consider strategy as the image the 

firm wants to create for itself and how it hopes to create that 

image. Mansfield and Fourie (2004) included “organisational 

learning” as part of the strategy blend of focused actions. What 

is common to both large and small firms is the use of strategy to 

achieve and sustain competitive advantages. Also, a clear 

unambiguous strategy is important for creating and sustaining 

competitive advantages by the small firms. Despite the fact that 

the dynamism and flexibility of the small firm come to bear in 

strategy formulation and implementation, much of the strategy 

literature has been dominated by the large firms (Gilinsky et al., 

2001). Slater and Olson (2000) consider strategies as 

appropriately unique and necessary for firms to achieve and 

sustain the desired competitive advantage. 

In a competitive environment, managers of firms need the 

efficient and effective application of resources strategically and 

entrepreneurially to create and sustain competitive advantages 

(Ireland et al., 2001; Kuratko et al., 2001). In fact, Jantunen et 

al., (2005) succinctly stated that “organisational and 
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technological capabilities may offer sustainable competitive 

advantage to a firm in rapidly changing markets only if it is able 

to recognise changes and understand their consequences, and 

reconfigure its firm-specific asset base and processes 

continuously to match the requirements of the environment”. In 

other-words, firms need to be entrepreneurially inclined as well 

as being strategic too. Entrepreneurship is considered significant 

at enabling firms face the intense competitions at the local and 

global levels (Zahra et al., 2000). It is equally important to 

governments (Kor et al., 2007) and has significant advantages to 

the economy too (McDougall and Oviatt, 2000). The attention of 

the firm’s entrepreneurial activities centers on opportunity-

seeking behaviours as well as the continuous envisioning of new 

concepts and processes (Schendel and Hitt, 2007; Shane and 

Venkataraman, 2000). In fact, many scholars that include Lee et 

al., 2001; Zahra et al., 2003; Ogunsiji and Ladanu, 2010; 

Burgelman, 2002; Ireland and Webb, 2007; Ireland et al., 2003; 

agree entrepreneurial activities coupled with the strategic 

orientation of the firm towards opportunities and resources are 

necessary for competence building and leveraging to create and 

sustain competitive advantages. Strategic entrepreneurship 

therefore entails the simultaneous pursuit of opportunity- and 

advantage-seeking behaviours of firms (Steffens et al., 2009; 

Kuratko and Audrestch, 2009).  

We contend that strategic entrepreneurship (advantage- and 

opportunity-seeking activities) is necessary particularly for small 

firms that will enable them use their flexibility to adapt and deal 

with the dynamism of opportunities in the competitive 

landscapes to create wealth, competitive advantages and sustain 

market positions.  

The resource-based view 

The Resource-Based View (RBV) is a dominant theoretical 

framework in the strategic and entrepreneurship fields developed 

to explain how firms achieve and sustain competitive advantages 

(Barney, 1991; Barney and Mackey, 2005; Wernerfelt, 1984; 

Alvarez and Busenitz, 2001; Caldeira and Ward, 2001; Teece et 

al., 1997). The RBV theory contends that firms’ resources and 

capabilities are the sources of their competitive advantage, hence 

wealth creation. Further, according to Barney (1991), firms will 

have competitive advantage when the resources are: 

1. Valuable: having some strategic value for the firm; 

2. Rare: resource is unique and difficult to obtain or find by 

competitors; 

3. Imperfect imitability: resources cannot be imitated or copied 

by competitors; and 

4. Non-substitutability: competitors do not have a substitute or 

alternative to accomplish the same results. 

This theory therefore considers firms as heterogeneous 

entities with resources that can be classified as tangible and 

intangible assets. Other researchers simply classify resources to 

be human (knowledge and experience of the personnel), physical 

(plant, equipments and machineries), technological, 

organisational capital and financial capital. Resources are 

necessary and must be efficiently and effectively utilised to 

create capabilities that will achieve and sustain competitive 

advantages. Capabilities, opines Sanchez (2004) are “repeatable 

patterns of action in the use of assets to create, produce and/or 

offer products to a market”. Consequently, firms need to 

strategically enhance their resources (which are mainly internal) 

and capabilities such as to create difficult-to-replicate 

competences by competitors in a dynamic environment.  

The RBV despite the criticism, conceptually and empirically has 

been shown to be significant at enhancing value creation and 

therefore continues to be a dominant force in the understanding 

of firms’ competitiveness.  

Combining strategic entrepreneurship and the resource-

based theory to understand firm competitiveness 

Firm competitive advantage has mainly been considered 

from the perspectives of the Structure/Position approach (Porter, 

1980) and that of the Resource-Based View of the firm 

(Wernerfelt, 1984; Barney et al., 2001; Fiol, 2001; Morgan et 

al., 2006). For this paper, we base our arguments of strategic 

entrepreneurship and firm competitiveness using the RBV. We 

hold the perspective that resources alone do not create and 

sustain competitive advantage. Scholars including Grant (1991) 

and Kay (1993) hold the same view. Firms must implement 

strategies effectively and efficiently their resources and 

capabilities to create and sustain CA (Barney, 2002). Grant 

(1991) considers capabilities as the arrowheads of competitive 

advantage (CA) while resources are the dominant source of the 

firm’s capabilities. Also, Alvarey and Busentiz (2001) contend 

that entrepreneurial behaviours or activities are necessary to 

combine different resources such that will generate new 

heterogeneous resources and new capabilities for the firm. In 

other-words, firms need entrepreneurial and strategic behaviours 

in order to create heterogeneity of their resources to create 

something of value for customers. To Alvarez and Busentiz 

(2001), “heterogeneity is a common attribute of both the 

Resource-Based View and entrepreneurship”. It is anticipated 

that such new heterogeneous resources and capabilities must be 

valuable, rare, imperfectly imitable and difficult to replicate by 

competitors to create and sustain competitive advantage. 

 Small firms have limited resources and capabilities 

compared to large firms. Consequently, small firms need a 

combination of different kinds of resources and capabilities for 

competitive advantage (Zahra et al., 2006; Fleisher and 

Bensoussan, 2003). The opportunity-seeking and therefore 

entrepreneurial behaviours of small firms is greater compared to 

large enterprises however their deficiencies in resources limits 

the appropriate utilisation of these opportunities to create and 

sustain competitive advantages. However, ketchen et al., (2007) 

opines “large firms tend to be skilled at establishing competitive 

advantages”, albeit through advantage-seeking behaviours 

despite the limitations of operational structures and procedures.  

 Overall, we believe that for small firms to survive, create 

and sustain competitive advantage in a dynamic environment, 

they need to strategically deploy their opportunity-seeking skills 

and enhance their advantage-seeking behaviours such that will 

accentuate customer values that are rare, valuable, imperfectly 

imitable and that cannot be substituted for by competitors.  

Conclusion and recommendations 

 In this paper, we have used the RBV, a leading framework 

in the strategic management field and strategic entrepreneurship 

to further our understanding of small firm competitiveness. 

Further, that for large as well as small firms, though resources 

are the major drivers of firm competitiveness, resources alone 

cannot achieve and sustain competitive advantage. Hence small 

firms achieve competitive advantage inspite of their deficiencies 

or the lack of resources compared with large firms by creating 

distinctive competences from their opportunity-seeking 

behaviours. This is a valuable, rare, imperfectly imitable and 

non-substitutable resource that the small firm deploys with its 
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characteristic manner of dynamism and flexibility in a dynamic 

environment. 

 However, a combination of advantage-seeking and 

opportunity-seeking (strategic entrepreneurial behaviours) and in 

a balanced mix is crucial to achieving and sustaining CA in a 

dynamic environment. Consequently, we recommend small 

firms need to enhance their opportunity-seeking resource 

towards advantage-seeking positions that dynamically create 

new capabilities that favour sustainable competitive advantage. 
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