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Abstract. This research work attempts to investigate the mode in which Chinese 

AI enterprises balance technology governance tensions associated with stand-

ardization versus adaptability in international expansion operations in varying 

regulatory settings worldwide. By using a multiple case study research design 

with semi-structured interview approaches to corporate executives combined 

with extensive textual research, an integrated technology governance framework 

with technical standards, data privacy, and algorithm ethics perspectives is con-

structed. The outcome of the research work uncovers in its empirical findings 

that strategy profiles with varying dominance levels from technical stand-

ards-dominated strategies for enhanced operational efficiency to adaptabil-

ity-dominated strategies for favorable cultural responses in international opera-

tions have been effectively employed by the enterprises, which are largely con-

ditioned by varying levels of regulatory environment intensity, architecture 

modular levels for technology, and enterprise configurations. The research work 

applies integration-responsiveness theories in the areas of artificial intelligence 

and establishes a critical capability for international success in technology gov-

ernance with approaches that could balance the need for global efficiency with 

locally achieved adaptability in technology governance on the international 

scene. 
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1 Introduction 

Chinese AI firms face rapid globalization. However, in their condensed international-

ization strategy, technology governance faces unique challenges that go beyond the 

classic internationalization conundrum in traditional integration-responsiveness para-

digms. This paradigm traditionally conceptualized cognitive tensions in terms of 

product homogenization standards related to market adaptation [1]. On the other hand,  
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the dynamic nature of these AI systems presents a variety of multifaceted technology 
governance challenges, ranging from interfaces and architectural standards to interna-
tional transfers, algorithmic decision-making structures, and more complex ethical
standards that appear differently depending on the context [2]. Discrepancies in regu-
lations associated with areas such as General Data Protection Regulation in Europe in 
comparison to Personal Information Protection in domestic regulation in China con-
stitute critical difficulty levels for firms dealing with personal information in their
international declarations with high-level technology governance structures in charge 
of these firms pursuing totally different norms with consistency in mind for continuous 
operation [3]. Similarly, standards associated with fairness, transparency, and accounts 
associated with algorithms continue to look different in each totally different cultural 
environment with implications for totally different acceptable behaviors from these 
systems in each social setting’s deeply different norms for these systems in these dif-
ferent settings with technology governance structures for international firms mediating 
universalism in ethics with adaptations in different terms within different settings [4]. 

Against the background of traditionally existing challenges, where there is tradi-
tionally a challenge posed by the ever-increasing number of regulations, variation in 
institutions, and thus heterogeneity in institutions, this study explores the strategic
trade-offs among Chinese AI companies in balancing their need for efficiency-driven 
standardization and adaptability across different contexts [5]. 

2 Theoretical Framework 

The theoretical framework underlying the research is built on the integra-
tion-responsiveness (I-R) paradigm, which has been initially designed to capture the 
strategic typology of MNCs in their attempt to balance international efficiency and 
region-specific adaptability. To incorporate more complex dimensions related to key 
operational decisions, international information flows, and ethical cultural differences, 
the ongoing research also attempts to adapt the traditional I-R paradigm to be com-
patible with the nature of artificial intelligence technology, which goes far beyond the 
boundaries of product/service standardization. 

Building on this fundamental framework, this study proposes a three-dimensional 
technology governance model designed specifically for the global operations of AI 
enterprises. The first-dimension deals with technical standards governance, which
includes interoperability requirements, application programming interface specifica-
tions, and architectural design decisions that influence the extent to which an organi-
zation maintains a unified technological infrastructure versus adapting to local tech-
nical ecosystems. The second dimension covers data privacy governance, which has 
grown in importance as different regulatory regimes around the world, like China's 
Personal Information Protection Law and the European Union's General Data Protec-
tion Regulation, make it difficult for cross-border data processing operations to comply 
with them. As cultural values and normative frameworks shape acceptable algorithmic 
behaviors in fundamentally different ways, the third dimension focuses on algorithmic 
ethics governance and how businesses navigate differing societal expectations re-
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garding AI fairness, transparency, and accountability across global markets. Each
enterprise develops a strategic profile that reflects its unique responses to these gov-
ernance areas, based on its distinct stance regarding the balance between internal ca-
pabilities and external forces. The dynamic equilibrium model in Figure 1 thus
acknowledges the need for these internal capabilities to dynamically adjust in align-
ment with changing landscapes in these governance areas so that flexibility is achieved 
together with stability. 

Based on this theoretical foundation, this research puts forward three core research 
propositions. The third proposition argues that the dynamic equilibrium achieved
between standardization and adaptability across multiple governance dimensions is a 
key factor for the international expansion success of enterprises as measured by market 
success, regulatory compliance, and legitimacy in overseas markets. The second
proposition states that technologically more complex enterprises with modular struc-
tures in their AI systems have a greater ability to achieve synergy between standardi-
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zation and adaptability in their technology governance strategies. The first proposition 
states that the greater the institutional differences between an enterprise’s domestic and 
international markets, the more positively it affects the adaptability of its technology 
governance strategy in the area of algorithm ethics.  

Fig. 1. Technology Governance Framework for AI Enterprises' Global Expansion. 
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3 Methodology 

The study adopts a multiple case study approach, based on well-established qualitative 
research paradigms, as case study methodology is well-suited for investigating com-
plex organizational phenomena in contextualized settings and allows for generalization 
through systematic cross-case comparison to identify patterns. Additionally, in se-
lecting cases, we followed theoretical sampling principles to seek maximum variation 
across dimensions such as company size, technology type, and international markets, 
presence, thereby ensuring diversity in the governance approaches adopted by the
firms. To enhance the objectivity and credibility of the research findings, we employed 
triangulation, integrating evidence from multiple sources: semi-structured interviews 
with executives responsible for the firms’ international operations, and comprehensive 
reviews of company documents, which are listed in Table 1 below. 

The analysis adopted systematic thematic coding approaches, either deductively
derived from theoretical frameworks or inductively grounded in observation. Two 
researchers performed independent coding on early research datasets to ensure in-
ter-coder reliability exceeding 90% before the conducted in-depth analyses. Cross-case 
analysis employed the Constant Comparative Analysis (CCA) method to identify 
thematic patterns, disconfirming instances, and contextual factors that influence stra-
tegic thinking across different contexts. This approach integrated in-depth single-case 
analyses alongside theoretical synthesis to address the research questions. 

Table 1. Data Collection Methods and Sources. 

Data Type Collection Method Specific Sources Analytical Purpose Data Volume 

Primary Data 
Semi-structured 

interviews 

Senior executives, interna-

tional operation managers, 

compliance officers from 

target enterprises 

Annual reports (2020-2024)

Understand governance deci-

sion-making processes, standardiza

tion-adaptability trade-offs, and 

implementation challenges 

, 

18-22 interviews 

(60-90 min each) 

-

Secondary - 

Corporate 
Document analysis 

sustainability disclosures, 

technology white papers, 

compliance documentation, 

Verify interview narratives, under-

stand formal governance structures,

identify temporal evolution patterns

45+ documents 

across cases 
 

 

Secondary - 

Regulatory 

Policy archival re-

search 

(EU AI Act, GDPR, PIPL), 

international standards (ISO

IEEE), industry 

self-regulatory guidelines 

partnership agreements 

Host-country AI regulations

ments, map compliance require-

ments, identify regulatory diver-

gence 

Contextualize institutional environ-

, 

 

30+ policy docu-

ments 

Secondary - 

Public 
Media content analysi

Press releases, industry 

reports, conference presenta

tions, expert commentary 

s 

Triangulate findings, capture exter-

nal stakeholder perspectives, vali-

date strategic positioning claims 

- 35+ public sources 

Note: Data collection conducted January-September 2024 following institutional ethics protocols with informed consent and 

anonymization safeguards. All enterprises demonstrated substantive international presence (3+ years, 2+ major markets). 
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4 Findings 

4.1 Types of Technology Governance Strategies 

Three different governance strategy types have been identified in the international
expansion strategies adopted by Chinese AI businesses, each rooted in distinct ap-
proaches to balancing standardization needs and localization pressures: the standardi-
zation-dominant strategy, where enterprises prioritize global operational efficiency 
through standardized technology architectures and governance structures. Exemplified 
by leading conglomerates Alibaba and Tencent, this strategy is reflected  in their cloud 
computing and AI-related infrastructural services businesses by setting up data centers 
in Korea, Malaysia, Thailand, and other regional markets–with internationally stand-
ardized versions of their large model service platforms; the adaptability-dominant 
strategy, where businesses emphasize high levels of adaptability in operation through 
deep customization of technology architecture and governance structure. Adopted by 
many Chinese AI enterprises, this strategy involves market-specific branding with
separate branding strategies to enhance cultural affinity in different national markets; 
the balanced integration strategy, which requires an advanced level of integration in 
operation between different poles with high levels of adaptability in technology ar-
chitecture in areas where localization is more critical in terms of technological success 
in operation in different regions with strong standardized foundations in governance 
structure in other areas without neglecting geopolitical considerations. 

4.2 Governance Practices across Three Dimensions 

Technical standards governance exhibits contrasting practices: large corporations
offering business-to-business infrastructure services generally adopt integrated archi-
tectural structures and API standards globally, facilitating integration and optimizing 
resource allocation. In contrast, smaller enterprises adopt modular architectures with 
localized functional modules, typically for consumer-facing applications.  

Data privacy governance appears to display the greatest challenge with intrinsic
regulatory differences, with corporations using AI systems within European markets 
required to comply with General Data Protection Regulation (GDPR) norms calling for 
consent for the processing of personal data, specification for purposes, with mandatory 
Data Protection Impact Assessments for high-risk processing activities, with industry 
research indicating that by 2024, automatic data classification using AI systems will 
automate 70% of personal information classification tasks.  

Algorithm ethics governance exhibits the most significant cultural variations; with 
regard to indicating appropriate organizational structure capabilities in adapting to
contrasting norms on different continents with regard to Ethics in deploying appropri-
ate dimensions of handling approaches in deploying AI appropriately with European 
markets set on highly explanatory approaches while other regions emphasize other 
approaches on handling prospective approaches on appropriate handling on Ethics in 
deploying appropriate approaches on those specific continents differently. 
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4.3 Case Comparison and Influencing Factors 

Comparative analysis reveals how organizational characteristics influence technology 
governance approaches, as shown in Table 2. Well-known technology conglomerates 
are represented by Case Enterprise A, which has a strong focus on standardizing tech-
nical specifications while adopting more flexible strategies in regions with significant 
cultural and regulatory disparities. This enterprise pursues a strategic international 
expansion focus in Southeast Asia and the Middle East, where linguistic similarities 
and pre-existing business ties facilitate market entry and streamline governance pro-
cesses.  

A new AI-focused business called Case Enterprise B exhibits noticeably different 
governance patterns with greater overall flexibility. This is a result of the growing 
number of domestic startups that are fiercely competitive, looking to go global with a 
focus on consumer-facing applications. They often use market-specific positioning and 
localized branding tactics to enhance cultural resonance.  

The General Data Protection Regulation's broad requirements and the EU AI Act's 
new AI-specific regulations make the European regulatory environment especially
difficult to navigate and require considerable adaptation. These features of the regu-
latory environment are the main factors influencing the choice of governance strategy. 

Because standardization strategies require significant investments in global process 
development, which are only feasible for well-resourced organizations, enterprise
resources and capabilities severely restrict governance choices. 

Furthermore, the viability of governance is impacted by the complexity and maturity 
of technology, with more advanced technologies enabling greater standardization while 
rapidly evolving capabilities support adaptive approaches. 

Table 2. Comparative Technology Governance Strategies across Representative Cases. 

Dimension Case Enterprise A (Tech Conglomerate) Case Enterprise B (AI Startup) 

Organizational Profile Large-scale corporation, cloud/infrastructure focus, 7+ years interna nal 
Growth-stage venture, consumer applications, 

3-5 years international 
tio

Primary Markets Southeast Asia, Middle East, selective European markets 
Western consumer markets, emerging 

economies 

Technical Standards Standardization-dominant: Unified architecture, global APIs 
Balanced: Core model standardization with 

localized interfaces 

Data Privacy 
Balanced integration: Global security framework with jurisdic-

tion-specific compliance 

Adaptability-dominant: Market-specific 

privacy policies, localized storage 

Algorithm Ethics 
Standardization-leaning: Corporate-wide principles with regional 

guidelines 

Adaptability-dominant: Market-specific ethical 

frameworks, cultural customization 

Overall Strategy Standardization-dominant with selective adaptation 
Adaptability-dominant with core standardiza-

tion 

Key Advantages Economies of scale, brand recognition, integrated ecosystems 
Flexibility, rapid response, cultural respon-

siveness 

Primary Challenges Maintaining consistency across diverse jurisdictions 
Resource constraints limiting adaptation scope, 

achieving legitimacy 

Note: Cases represent composite profiles derived from multiple enterprises to preserve confidentiality while illustrating governance pattern variations. 
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5 Discussion and Implications 

5.1 Theoretical Contributions 

In order to respond to the call from international business research for more nuanced 
knowledge on the role of dynamic capabilities in effectively building, bundling, and 
recombining key resources to react to a constantly changing environment in geo-
graphically dispersed yet internationally aligned markets, the current study extends the 
Integration-Responsiveness approach from its traditional use in the manufacturing and 
service sectors to the nascent area of governance in emerging artificial intelligence 
technology.  

The proposed governance toolkit with its three dimensions makes it apparent that the 
challenge of standardization versus adaptability in the areas of technical standards, data 
privacy, and algorithmic ethics is exemplary in its own right, tailored by its own in-
stitutional drivers, technological specifics, and stakeholder-related agendas. Thus, it 
substantiates recent research on governance for responsible artificial intelligence on its 
primacy in structural, relational, and procedural alignments in operationalizing tenets 
of responsible artificial intelligence in different organizational settings, while ad-
vancing its theoretical foundations in dynamic capabilities in terms of opportunities, 
their seizures and transformations of the resource base for organizational entrepre-
neurship in international market entries.  
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The dynamic equilibrium mechanism found through empirical analysis advances 
theory by demonstrating how companies continuously recalibrate standardiza-
tion-adaptability balances across multiple governance dimensions simultaneously
instead of adopting uniform approaches, as illustrated in Figure 2.  

Fig. 2. Technology Governance Influencing Factors and Performance Model. 

These principles are specifically applied to technology governance contexts where 
previously unprecedented complexity is driven by cultural diversity, regulatory frag-
mentation, and rapid technological evolution.  

This conceptualization is in line with recent research on dynamic capabilities, which 
highlights the importance of organizational agility through the recognition and devel-
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opment of opportunities, their successful seizing, and the reconfiguration of both tan-
gible and intangible assets to maintain competitiveness. Despite the focus on shared 
responsibility and multistakeholder collaboration across government, industry, and
civil society in global AI governance discussions, the research demonstrates that
businesses operationalize these principles through sophisticated capability-building 
processes that enable the simultaneous pursuit of global efficiency and local legitimacy 
across various governance domains. 

5.2 Practical Implications 

The implications at the enterprise level lie in creating adaptable technology architec-
tures that permit strategic customizations while preserving system integrity in areas 
where economics of scale are realized, in order to uphold industry standards in contexts 
that eventually require localization in compliance with stringent regulations for market 
acceptability. Due to the nature of dynamic adjustment systems, they inherently require 
collective efforts from technology, legal, strategy, and operational managers in dif-
ferent regions to understand evolving regulatory systems in their respective regions. 

At the policy level, implications revolve around encouraging international mutual 
recognition standards to alleviate governance complexity for internationally expanding 
businesses. Recent trends indicate that more international collaboration is being initi-
ated on governance frameworks in the field of artificial intelligence, and international 
bodies are working toward alignment. 

5.3 Research Limitations and Future Directions 

This study also recognizes some limitations in terms of generalizability and interpretive 
depth that can be derived from research in this area. Directions for further research 
would thus involve monitoring governance strategy development in tandem with ad-
vances in areas such as regulation and technology, testing other propositions with
larger samples sizes from diverse enterprise structures to confirm overall generaliza-
bility, conducting comparative analyses of differences in governance strategies across 
artificial intelligence domains, among other areas such as organizational structures, and 
other analyses in relation to emerging technologies such as quantum computing and 
associated advanced systems that could alter technology governance strategies in ways 
different from today’s artificial intelligence system governance strategies. 

6 Conclusion 

By reviewing the international strategies adopted by Chinese AI firms, this research 
concludes that technology governance strategies usher in the concept of dynamic
equilibrium-based processes rather than fixed approaches between technology adapta-
tion and standardization. 

These results are immensely valuable in demonstrating the feasibility of modular 
architectural strategies, which empower these firms’ technology governance adjust-
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ment mechanisms to pursue selective customization without compromising operational 
consistency in today’s intricate international markets. 

Future research should incorporate longitudinal research work for monitoring the 
progress of governance strategies alongside the crystallization of technology govern-
ance frameworks in current literature. Current literature lacks sufficient integration into 
practical sociocultural and political contexts–particularly for governing entities in the 
adoption phase of pilot projects–where demonstrating practical value in large-scale 
production applications remains underexplored.  

Further research work in these fields would be beneficial for exploring dynamic 
differences in governance structures across various domains and applications–
particularly their implementation in different cultural settings within an interconnected 
yet disparate world–for emerging technology forms such as agentic systems. 
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