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Introduction

The Sun Never Sets
on the Web

S even days a week, 24 hours a day, hundreds of millions of people
around the world cross national borders without a second thought—
and often without knowing that they have done anything unusual. This
community scours the Internet for the ideas, products, and relationships
that they might not be able to find easily—if at all—where they live.

This borderless community of Internet users comprises a virtual Eighth
Continent racing toward a population of a billion inhabitants. It exists
wherever a computer, mobile phone, set-top box, or personal organizer
touches the Internet. Until the Web pulled together this huge electronic
society, its citizens were unreachable without massive investment in local
staff and infrastructure in each and every country where a person wanted
to do business.

This borderless community confounds legislators and cultural purists
worldwide who do not know what to make of the Web-based globalization
phenomenon that threatens to make their geographic, political, economic,
and cultural boundaries almost meaningless. It places new burdens on
companies suddenly confronted with inquiries from far-off places.

Your firm’s most visible online channel—the corporate headquarters’
Web site—exposes its values and products to the inhabitants of the Eighth
Continent every minute of every day. These people challenge organizations
to make geography irrelevant in the name of satisfying customers. For
many of you within these organizations, the Web has made this interna-
tional demand transparent for the first time because in the past, their interest
was always filtered through the noisy channels oflocal staff, distributors, and
suppliers. With the Web, the denizens of the Eighth Continent can bypass
these middlemen and tell you directly what’s on their minds—and on their
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buying agendas. This free-flowing communication imposes hefty new de-
mands on companies that want to stretch beyond their domestic markets
and become suppliers to the Eighth Continent.

One of the most common mistakes among companies today is assuming
that being on the Web makes you an instantly global success. Despite the
Web’s potential in opening new channels, presence on the Web also may
expose places where your company has nothing worthwhile to say or sell.
Being on the Web may very well reveal that your products and services of-
fer no value outside your domestic markets because your company, its or-
ganizational structure, and its products are profoundly local. Success on
the Web demands that you have worked to globalize your company, its
products, and its market. This book is dedicated to getting you to a su-
perior level of globalization, making it possible to market your products
worldwide. Most executives spend their days trying to increase revenue
and improve customer satisfaction. This book addresses these issues from
an international and domestic ethnic marketing perspective, dealing with
the market entry, organizational, and technical issues that form the foun-
dation of an international marketing strategy.

Becoming a Business without Borders

This book introduces the best practices of global leaders; it is about the
globalization that you do not hear about when the evening news follows
protesters in Seattle, Prague, and Genoa. I will not echo the op-ed page of
major newspapers and rant about the homogenization of world culture or
other things attributed to the global economy; rather, I will investigate the
potential ways in which the Web can dramatically affect your business on
a global scale. I will investigate the ways in which your company can lead
with the Web to create a great experience for international customers,
business partners, and employees. But even the best online strategy must
touch every part of the company; a globally aware Web site backed by an
isolationist business will fail.

Since I first wrote about the borderless world of the Internet while a
principal analyst at Forrester Research,! I have consulted with companies
as an independent strategist, as the representative of a software company,
and as an executive advisor to industry organizations. My global inquiries
have taken me through many conversations, interviews, and planning ses-
sions with international business aspirants.
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¢ Each discussion started with a fervent commitment to doing some
kind of business internationally over the Web, whether it was simply
providing information, selling goods or services, or simplifying cus-
tomer support.

¢ Fach interaction proceeded through a thicket of product, organiza-
tional, regulatory, and technical challenges created by doing business
first on the Web, then on the global Web operating in other languages,
with foreign currencies, and under the laws and regulations imposed
by other governments and commercial systems.

¢ Every consultation ultimately involved non-Web units of the company
as we dissected corporate budgets, marketing plans, transaction pro-
cessing systems, and all of the other operational underpinnings of a
modern business. Successful firms viewed the Internet as an integral
component of their communication and commerce mix.

There are cases in which companies I consulted for decided not to go
global, figuring in most cases that they were not ready to make the endur-
ing organizational and budgetary commitments to new markets. Lacking
a steadfast promise to an international agenda, their caution made sense
to me in a few of the cases. However, in this book, I focus on the companies
that chose to move ahead, recognizing that without international growth,
they were failing in their duty to their shareholders—that is, to create
more value.

Marketing and Selling on the Eighth Continent

Throughout this book, I highlight the discipline and best practices of these
market leaders in setting up and supporting their very visible interna-
tional Web sites and underlying systems. So that you can learn from their
experiences and from that of less successful companies, I also underscore
the worst practices of globalization.

In the sections that follow, I present two case studies—Travelocity and
Eastman Chemical—and the process and practices that allowed them to
address the needs of the Eighth Continent. These two companies repre-
sent archetypes of corporate efforts to address consumer (Travelocity)
and business users (Eastman) on the global Internet. I also outline the do-
mestic marketing opportunities created by global immigration. In all three
cases—and in numerous examples of other companies in the rest of the
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book—you will see how companies have unleashed the global giant within
themselves to become businesses without borders.

Selling Travel Dreams to Consumers Worldwide Travelocity bro-
kers travel and leisure products that, once they are past their use-by date,
no longer have any value. Industry wags characterize this business of sell-
ing hotel beds and airplane seats as “selling ice cubes before they melt.”
The owners of the Sabre customer reservation system (CRS) established
travelocity.com in 1996 based on the idea that consumers would want to
make their own travel arrangements—and that here would be enormous,
direct demand to its supply of services. However, Sabre knew that while
its CRS offered large inventory of travel products, there was no way that
consumers would use its decades-old green-screen approach to booking
travel. So Sabre undertook the challenge of creating a new consumer-
friendly channel to complement its ability to service 50,000 travel agencies
around the world.

From Travelocity’s first day of operation, travelers could book seats
from an inventory representing 95 percent of the world’s airline seats, re-
serve rooms in more than 47,000 hotels worldwide, and rent cars at any
one of 50 rental agencies—that is, of course, assuming that they could
speak English and pay in U.S. dollars.

Compared to its online travel competitors such as the U.S.-based Expe-
dia and the United Kingdom’s LastMinute, Travelocity boasts the highest
rate of converting lookers to buyers. However, this U.S. centricity became
an issue when analysts found that 20 percent of the site’s looker traffic
came from outside the United States—and conversion rates among those
travelers were considerably lower than the average of U.S. travelers. Trav-
elocity’s planners found these underserved “foreign” visitors very attrac-
tive, as travelers in some European markets exhibit an enthusiasm about
travel far beyond that of the average American tourist. For example, Ger-
mans and Scandinavians travel more per capita than do Americans. These
Europeans have more days off and tend to vacation away from home more
than their fellow travelers from the United States do.

Determined to improve Travelocity’s ability to sell to the well-heeled
non-American traveler, CEO Terry Jones undertook a three-step initiative
to create a powerful Web experience tailored to potential travelers in spe-
cific nations:

1. First, Travelocity let English-speaking lookers pay in their own cur-
rencies, a great relief to anglophone Canadians, other denizens of the
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British Commonwealth, and bilingual buyers in other countries who
no longer had to deal with surprises due to currency conversion.

2. Next, itlaunched U.K. and Canadian sites, taking advantage of the lan-
guage commonality and its ability to handle foreign currencies. It
partnered with AOL and Yahoo!, both popular in Canada, to increase
traffic and patronage north of its border.

3. Then the company scouted out the best non-English markets for trav-
elers—Germany now, Japan and the U.S. Hispanic market as possible
future targets—and sought to offer the full Travelocity experience wher-
ever it did business. That meant supporting language, culture, travel
purchase behavior, and travel preferences for German travelers; for ex-
ample, many Germans still do not use credit cards and will not do busi-
ness unless they can use a bank debit. As American travel sites look
to the Japanese market, they will have to tweak their business models.
In Asia, for example, 85 percent of the fares are negotiated as “mer-
chant fares” and are hard to find in the dominant customer reserva-
tion systems such as Sabre, Amadeus, and Galileo. Similarly, U.S. His-
panics looking to visit relatives back home will zero in on destinations
that differ from those of the average vacationer or business traveler.

The opportunities of the Eighth Continent extend beyond consumers to
the world of business, where large manufacturers and suppliers sell to
other companies.

Producing Plastics for the Whole Earth Eastman Chemical Com-
pany supplies manufacturers around the world with the chemicals, plas-
tics, and fibers used to produce many things that we cannot live without.
Spun off from photography giant Eastman Kodak in 1994, Eastman’s world-
wide revenue in 2000 was USS5.3 billion. The company employs 16,500
people in sales offices and manufacturing plants in over 30 countries.

Eastman started its globalization journey in traditional pre-Web fashion
by investing heavily in international operations on the ground. In the early
1980s it established its first sales and marketing presence outside the
United States. In the late 1980s Eastman continued its march abroad by es-
tablishing manufacturing presence in its key markets. For example, to sat-
isfy international demand for one of its core products, the polyethylene
terephthalate (PET) used in making plastic beverage bottles, the company
built manufacturing plants in Europe and Latin America, and to support
customer needs in those markets, Eastman created physical call centers
in many of its individual countries and regions.
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Eastman first turned to the Web to support its customers in the United
States. It went live with its first Web site in 1995, and in 1999 the company
aggressively began to develop its e-commerce capabilities for both cus-
tomers and suppliers. By 2000, buyers of its chemicals and plastics around
the world could get the information they needed about Eastman’s prod-
ucts, markets, and applications. Customers could also place orders di-
rectly through the Web and track the status of those orders through ful-
fillment. To support its online commerce plans, the company built an
online customer center.

But Eastman’s customers around the world could buy the company’s
products online only if they were willing and able to interact in English.
This was a problem: In the second half of the nineties Eastman’s Web de-
velopers watched international Web traffic grow to about 50 percent of
overall visits to eastman.com. They also watched non-U.S. foreign com-
petitors such as BASF, Bayer, and Royal Dutch Shell develop multilingual
sites, as well as American competitors such as Mobil offer local-language
content and applications to attract business from the Eighth Continent.
With its rivals raising the competitive bar outside their home markets
through in-language support, in early 2000 Eastman stepped up to the
challenge by tuning its online presence to the needs of its international
markets.

¢ First, the company provided critical information, such as its “Respon-
sible Care” doctrine for manufacturing and safe handling, in the lan-
guages of its international markets. The company’s goal was to make
it easier for its customers to get support, regardless of local language,
geography, or business practice, while shifting the interaction from
expensive human call centers to the much cheaper Web.

Then the company complemented its customer-facing initiative by
providing increased multilingual capabilities for trading partners in
its worldwide supply chain. Eastman teamed up with Global Logistics
Technologies, Inc., to create ShipChem, a firm that offers digital
global logistics services to the chemical industry. Eastman continues
to invest internally and in other firms to improve and expedite the flow
of goods and information through its supply chain.

All the while, Eastman uses the Web to increase international aware-
ness of its products and brands. As a company strategist observed,
“You can’t generate sales from potential customers who have never
heard of Eastman Chemical or don’t understand what we have to of-
fer. You have to do business in the language of your markets.”
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Winning Underserved Customers within National Borders As
U.S. companies learned with the release of the 2000 census results, you
need not leave your home market to find customers who do not speak your
language or whose buying behavior differs from that of your prototypical
consumer. This multiculturalism is the human evidence of globalization:
As the global economy accelerates the flow of information, investment,
and industry across international borders, people with different languages
and cultural points of view follow the opportunities.

So this migration means that global markets today are coming to do-
mestic companies. With the ease of migration within regional blocs such
as the European Union (EU) and the North American Free Trade Agree-
ment (NAFTA), such linguistically separate but domestic communities
will offer growing appeal to marketers looking for new revenue and more
share. Marketers around the world will find similar online opportunities in
their own backyards.

¢ Some Canadian firms, especially those in Quebec, have mastered the
art of selling on different domestic fronts successfully by offering bi-
lingual sites to serve the needs of the francophone community. How-
ever, a surprising number of firms in Quebec ignore this opportunity
by maintaining English-only sites. On another front, many Canadian
firms look to opportunities in the one-million-strong Chinese com-
munity living in Ontario and British Columbia.

¢ In Germany, companies such as Deutsche Telekom experiment with
targeted marketing programs to expatriate Russians and the two mil-
lion residents of Turkish origin. As in Quebec, though, most German
firms ignore this opportunity.

¢ Brazil's kaleidoscope of nationalities can be seen in its capital of Sao
Paulo. The megacity reportedly has 10,000 Italian restaurants to
serve one of the world’s largest populations of Italian-surnamed indi-
viduals, while a big Japanese population strives for visibility. The coun-
try’s official language is its own dialect of Portuguese, complemented
by significant use of Spanish, English, and French.

¢ In Hong Kong, both Chinese and English serve as the region’s official
languages. In Singapore, the population includes Chinese, Malay,
Tamil, and English speakers, all active participants in the country’s
economy. Limiting a business to Chinese in either of these regions
means losing access to a significant chunk of the national economies.

¢ On the Indian subcontinent, English is used for official and commer-
cial purposes, but 30 percent of Indians prefer to use Hindi in their
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everyday communication, and Hindustani is widely spoken across
northern India. Overall, India boasts two dozen languages with a mil-
lion or more speakers.

The best-documented multicultural opportunities can be found in the
States. In early 2001 the U.S. Census Bureau published some fascinating
details about changing American demographics. Hispanics, estimated at
35.3 million, have become the country’s fastest growing ethnic commu-
nity, representing 12.6 percent of the country’s total population. This
group now comprises the world’s fifth-largest group of Spanish speakers,
after Mexico, Spain, Colombia, and Argentina.

¢ These American Hispanics are more affluent than most of their Span-
ish-speaking peers; in addition, unlike their Hispanic brethren out-
side the States, almost half work and play regularly on the Internet.?
Researchers suggest that many crave more Spanish-language inter-
actions on the Web.?

e With a 1999 average household income of US$30,735, they trail only
Spain in economic prosperity. In 2000 Hispanic consumers in the
States spent over US$420 billion, a number that grew to USS452 bil-
lion in 2001.*

Some of the best-known consumer brands in American business—
Procter & Gamble, Sears, State Farm Insurance, Chase, and Capital One—
have zeroed in on this market opportunity. Even before the 2000 Census
results alerted mainstream businesses to the domestic U.S. Hispanic mar-
ket, these companies had already begun interacting with their customers
en espafol. They created culturally tuned Web sites that appeal to Spanish
speakers, at the same time that they reinforced branding programs. For
example, Procter & Gamble promotes its Head & Shoulders brand to the
U.S. Hispanic market through an online game featuring the Capitan Cool,
the hero of its Spanish-language Mission Refresh game (see Figure 1.1).

These multicultural pioneers quickly realized that translating their sites
into Spanish was only the first step in appealing to Hispanic buyers. For ex-
ample, one large catalog retailer retained much of the look and feel of its
original site but introduced a Spanish-speaking spokesperson to make buyers
feel more comfortable. These companies also understood that they must
tailor their products and service offerings to the Latino buyer. Besides fea-
turing products that were of special interest to this community, for ex-
ample, the cataloger’s Spanish site also dropped some big sellers—such
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puntaje tiempo

Figure 1.1 The Web Can Reinforce Offline Branding Efforts
Source: Copyright © Procter & Gamble

as the English-language King James Bible—that would not interest Latino
buyers.

Companies Worldwide Push Aside Borders

Eastman, Travelocity, and the other companies profiled in this book have
been early movers whose successes and failures in the global economy
hold important lessons for all marketers. Like countless other companies,
they sell goods and services to consumers and business buyers, partici-
pating in complex supply and demand chains that crisscross the globe.
What makes them different from many companies is that they saw grow-
ing demand or potential for their products outside their home countries or
inside an ethnic community that they previously ignored. They realized
that they could use the Internet to supplement existing sales channels
with more prepurchase information or to make life after the sale better
through in-country support. Then, they did something: They invested
what it took to support those markets via the Web.

These companies benefit from the Internet-enabled ability to project
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themselves and their messages into new markets around the clock and
around the world, something that required deliberate planning and multi-
year development projects in the pre-Internet business world. Before the
Web, only larger companies such as Embraer, McDonald’s, Sony, and
Volkswagen had enough resources to set up the requisite infrastructure to
serve a global community. The Web has removed that requirement of mas-
sive scale and resources to enter international markets. Now companies
both large and small have learned that their firms are visible to the whole
world, just by virtue of merely having a Web site.

How Internet Technology Has Created a New Continent without
Borders This Eighth Continent of e-business and online commerce ex-
ists as an overlay on the physical world of brick and mortar, characterized
by its reliance and general agreement on a common set of technology
rules called Internet Protocol (IP). Without it, the Internet is just a bunch
of wires. IP is the electric current that runs the Internet—the necessary
ingredient for powering Internet communication, commerce, and collabo-
ration around the globe. All of the companies that I have interviewed use
IP to manage their internal systems, reach into new markets, or provision
their supply and demand chains.

Unlike the unrealized projections about dot.com bonanzas, this Internet
electricity has demonstrable benefits that most financial analysts and pun-
dits have failed to quantify. Just 10 years ago, getting two companies to trans-
fer data between their disparate systems could take half a year and cost
millions of dollars, and the notion of global supply chains was unthinkable.
Today, because of the widespread implementation of IP and its supporting
infrastructure of Web standards by both providers and buyers of hardware
and software, a company can plug its external Web site into its internal ful-
fillment systems. Because of IP, a teenager in Germany can look at an easy-
to-use interface at landsend.com, click once, and have a pair of jeans show
up in three days. IP makes it possible for two companies that decide to
partner for a project to snap their corresponding applications together
quickly. (While not at all a simple task, it is being done every day.)

It is this IP-defined Eighth Continent that has let Eastman and Trave-
locity extend their reach around the planet. At least for now, the Eighth
Continent imposes fewer restrictions than do the Earth’s seven border-
girdled continents. In fact, the only real borders on the Eighth Continent
are mental ones that keep you from unleashing the global powerhouse in-
side your company. Now that you can project your products and services
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anywhere in the world via this ready-made channel, the next step is to fig-
ure out how to appeal to the hundreds of millions of Web-based customers,
tempering your plans according to the languages, different buying behav-
iors, business practices, and legal restrictions that exist in each customer’s
nation of origin.

What Should Your Next Step Be? You can choose to do business as
usual—and leave your international prospects to fend for themselves, as
many firms have chosen to do. Or you can choose to tune your corporate
value propositions to an audience outside your traditional comfort zone of
domestic marketing. For most businesses, staying at home would be a
mistake. By year-end 2002, Internet-enabled global business will become a
must-have for large companies and a critical path to growth for smaller firms
anxious to increase their revenue and project their brand around the world
(see Figure 1.2). The challenge will be to pick the right markets to enter.

ecommerce in the US. vs. Rest of World, 2000-
2003 (in billions and as a % of total)

2000 (Total =$233.40)

$72.40 B Rest of the world
(69%) (31%) M United States
2001 (Total=$443.89)

$303.6 $140.29

(68.4%) e (31.6%)

2002 (Total=5805.08)

$522.6 $282.48
(64.9%) (35.1%)

2003 (Total=51,442.78)

$851.4 $591.38
(59%) (41%)

Figure 1.2 Web Commerce Becomes Less Dependent on American Sales
Source: eMarketer, 2000.

Note: Long the dominant player in Internet-based commercial transactions, the United States will
comprise a smaller percentage of a much bigger number by 2003.
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Navigating This Book

In writing Business without Borders, 1 followed the same journey made by
all of the companies that have gone global. Their expeditions began with a
realization of the opportunity that was heightened by self-education. They
studied the market potential or the benefits of an improved supply chain,
and then these globalists educated and “sold” their colleagues, bosses,
and directors on the importance globalization. They entered fairly lengthy
and involved periods of planning around organizational impact, implemen-
tation, and measurement. I, too, have gone through these processes with
my consulting clients, and in my experience, the big issues include the fol-
lowing:

e FEducation. For years, many people accepted the notion that being on
the Web meant that you were instantly global; what most failed to rec-
ognize was the importance of acting global and meeting the needs of
local markets. In Chapter 11 outline the basics of being a global com-
pany online and lay out the importance of localizing your value propo-
sition to market needs and detailing successes and failures. In Chap-
ter 2 I discuss the benefits that companies expect to derive from
international business, providing the core of a business case for in-
ternational expansion that you might make to your budget commit-
tee or board of directors.

* Planning. Few people know where or how to start—after all, “global”
is a pretty big topic, and many people are overwhelmed by the prospect.
To make the problem more tractable, I have condensed the critical
aspects of planning a global journey. In Chapter 3 I give an outline of
the debates that you will have on how best to organize for the global
Web, on the need for a chief globalization officer to set a course for
the company, and on the service level agreements that will underpin
successful efforts. In Chapter 4 I detail a tried and true approach to
determine which countries are likely to enter on the Web, thus al-
lowing you to target the most appropriate markets. In Chapter 5 I
present studies of the legal implications of doing business in other
markets, complementing Chapter 4 with detailed information about
the exigencies of transnational commerce.

o Implementation. The ultimate goal of implementation is to evolve

from a company that services only its domestic market in the domi-
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nant language to one that can offer a more compelling experience for
other countries. I use Chapter 6 to lay out the technical grunt work,
describing how your developers and technology partners must tech-
nically enable support for foreign character sets, currencies, date for-
mats, and other minutiae that can quickly undermine your best ef-
forts to act global. I continue this discussion in Chapter 7, where I
focus on the tough translation and market localization issues that have
arisen with global commerce.

Organization. Successful globalization requires the guidance of a
strong leader complemented by internal and external resources. I de-
scribe an organizational structure in Chapter 8 for optimizing the use
of corporate, regional, and local staff. In the next chapter I define the
need for external specialists, reviewing the market landscape for
translation and localization firms. The assistance of these outside
firms has proven essential for the companies that I have interviewed,
as I will explain.

Measurement. In this age of too many projects and not enough fund-
ing, few globalization efforts would make it past their first year without
some structured analysis of the return on investment (ROI). In Chap-
ter 10 I discuss the ways that companies have measured their ROI.
The book concludes with the three imperatives that define success:
(1) the rigor of planning, design, implementation, and deployment for
entering international markets; (2) the reliability of organization, exe-
cution, process, management, maintenance, and enhancements in
successfully completing; and (3) measuring the return on investment
that demonstrates that their efforts were worthwhile.

Finally, one of the themes that you will find throughout the book is that the
Internet is a volatile environment that reflects the dynamism of global
business. Companies morph and content changes hourly in this vibrant
online world. That reality poses a challenge for hardcopy books, so you
are sure to find that some companies, Web sites, and other information
are no longer accurate. With that reality in mind, I have set up www.
businesswithoutborders.info as a place to keep the content of this book
as current as circumstances allow.
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Meet Mira, Our Globalization Heroine

Each chapter begins and ends with an italicized passage describing the
thought processes and actions of a woman named Mira Vozreniya, the
chief marketing officer of a U.S.-based company. Mira is a composite char-
acter whom I have created to characterize the approach that many of my
interviewees and correspondents have taken to international marketing
and business.

SHOULD YOU DO EVERYTHING IN THIS BOOK?

This book suggests a lot of things to do before going global, as well as how
to do it right and how to demonstrate long-term commitment. The book is
meant to provide guidance to the things that you need to think about in mar-
keting to international markets. My goal is to help you consider what you will
need, the scope of the endeavor, and the work that it will require, as opposed
to creating an absolute, one-size-fits-all plan.




Discovering the
Eighth Continent

Mira Vozreniya is the chief marketing officer of a U.S.-based company called
Acme Widgets Inc. Acme has about 2,200 employees, large sales offices in six
European countries, and annual revenues of US$600 million. A longtime
manufacturer of backyard lifestyle enhancement products, Acme launched a
rudimentary Web brochureware site way back in 1996. Since then, it has
added customer support and basic online commerce to the mix. After two
years, Acme started personalizing what it showed to registered visitors and
created MyAcme for frequent guests. The company is currently exploring in-
tegrating its Web site with its customer relationship management (CRM) to
draw together information from all the company’s sales channels. In the
States, the Internet is a strategic channel of commerce and communications
that is on its way to full integration with more traditional means of market-
ing and selling such as stoves and distributors.

Meanwhile, Acme’s Web developers at its four European subsidiaries have
been busy building their own sites for prospects and customers in their home
markets. They started their projects later than did Acme’s U.S. team, so
they’re not as far along. While some country units have dedicated Web teams,
Acme’s online efforts in smaller markets are usually a part-time exercise.
Acme’s European businesses are anxious to take advantage of what their U.S.
colleagues have already learned and developed—assuming that it meets their
market needs and that they can squeeze it into their budgets. In some cases,
the country units have put up Web sites without any corporate authorization
or control and with little attention to managing Acme’s brand or to convey-
ing its corporate message.
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What the Budding Globalist Faces

This chapter covers the big issues that business globalization advocates
like Mira will face, including the following:

o Terminology. Globalization means bad things to one camp and good
things to another. Make sure that you and your audience are talking
about the same thing. To that end, this chapter begins with a discus-
sion of this broad term.
Opportunity. The Eighth Continent represents enormous market po-
tential, both inside and outside companies. No business globalization
project will go anywhere without quantifying that advantages to global
commerce.
Market realities. Once you realize that there’s gold in those global
hills, you have to set priorities. Successful international forays mean
adapting your message, product, and marketing to the needs of local
markets. Given the relative size of economies and the uptake of the In-
ternet, you will soon realize that some countries just do not matter,
while others matter a lot. You will also see that many companies have
done your homework for you, establishing some precedents that you
would do best to emulate and others that you would do well to avoid.
o Not just the Web. The consumer-facing Web is the most externally vis-
ible part of your company’s Internet investment, but it might not be
the most important part. Depending on what you are trying to ac-
complish, supply chain or employee-focused ventures might make
more sense. This chapter introduces these other forms of the Net, all
of which support effective marketing worldwide. In the next chapter
I extend this discussion to the different business drivers behind Web
(the consumer-facing Internet), Intranet (as used inside companies,
for employees), and Extranet (online integration with business part-
ners, suppliers, and other businesses).

“Globalization”; Just What Does that Mean?

Over six billion people live in over 200 countries spanning 24 time zones.
These people use hundreds of currencies to conduct business in thou-
sands of different languages and dialects. Their business practices are all



Discovering the Eighth Continent 3

over the map, ranging from simple barter to cash to electronic payment to
sophisticated arbitrage.

But when you look a bit harder at the concentration of trade in a few eco-
nomic superpowers such as the United States, the European Union, and
Japan, you soon realize that of these, only a few currencies and languages
really matter to commerce on the Internet. Whereas in the nineteenth cen-
tury, the Germans held that language and culture should accompany trade
and armies on their march around the globe, in the second half of the
twentieth century, modern telecommunications and jet travel have en-
abled both businessmen and armies to march into new markets and terri-
tories with far less trouble. More than anything, the Internet allows com-
panies and countries instantaneously to project their language, culture,
and economic might anywhere on the planet. There’s no Berlin wall or
Ministry of Trade to keep out inconvenient ideas or different economic
models; therefore, governments and citizens of less powerful nations
worry about their loss of cultural and economic identity.

Bad Globalization Squashes Cultures International trade and com-
munications have led us down the path to globalism or globalization. This
phenomenon causes large corporations to straddle political borders in
their worldwide conduct of production and distribution. Globalization
affects whole economies and every individual—and enflames passions
everywhere. For example, antiglobalization activists point to shopkeepers
in Mexico and Russia who prefer the dollar to their own currencies, and
they decry how American English has become the lingua franca of world
culture and trade whether it happens on the ground, on television, or on
the World Wide Web. Most companies doing business on the Web only
reinforce this stereotype as they support trade if—and only if—the cus-
tomer is willing to speak English, pay U.S. dollars, and accept delivery
from Federal Express.

Good Globalization Can Reinforce Cultural and Commercial Prac-
tices Although the United States and its big trading partners dominate
the world economy and antiglobalization cadres march against the Inter-
national Monetary Fund, the World Trade Organization, and McDonald’s,
the demographics of the Internet economy change daily. The Web draws
business users and consumers for whom English is not a preferred lan-
guage or who do not carry the “right” kind of credit cards. Recognizing a
new potential for international commerce, multinational U.S. firms from
General Electric to Lands’ End have already employed the Web to sell their
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goods and services in the language, currency, and business practices of
their target markets in Europe and Asia.

This Web globalization goes both ways: BMW in Germany and Embraer
in Brazil operate compelling English-language Web sites to sell their high-
value manufactured goods to buyers in the United States. Countless other
companies use the Web to aggregate worldwide demand into a much
larger audience for their offerings. Some companies willing to make an in-
vestment in translating their site need not even look outside their borders
for new markets. Large ethnic populations inside the United States, Ger-
many, and Brazil provide an opportunity to increase domestic revenue
share while translated service information can cut the cost of doing busi-
ness in a multicultural society.

A note on the net: Although I focus on globalization that is tied to the Web,
that’s only the tip of the iceberg. International activity at your company’s In-
ternet site happens to be the most visible manifestation of worldwide interest
if not demand, but satisfying that demand will involve every corner of your
company. For some firms, such as General Electric and Renault, the Internet
is already an active channel of global communication and commerce—and
these companies are actively integrating the Web with other corporate media
and distribution. Other companies are just starting the journey. In both cases,
globalization is a fundamental business issue that will reach far deeper into
your company than just your customer-facing Internet marketing efforts. It
will touch other distribution channels, integrate with your supply chain, and
be plugged into your customer service systems, letting everyone in your com-
pany know that you’re now a global player.

The Opportunity: International Markets
Outstrip the United States

If your firm is like most companies, the Internet has been a largely do-
mestic matter, servicing the information and transaction needs of your
home market. The next generation of the Internet promises to be a much
more cosmopolitan affair with increased participation by Asians, Euro-
peans, and Latin Americans, all of whom will be transacting in their own
languages with their own currencies.
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Since the birth of the Web, the benchmark for business and consumer
connectivity has been the United States, where over 60 percent of its 285
million inhabitants are already online.' As recently as 1998, Americans ac-
counted for 56 percent of the Web’s users, but by 2001 they represented
only about 35 percent—and sinking.? However, by 2004, non-U.S. usage
will swell to 70 percent,? reflecting the booming 50-percent Internet user
growth rates in Latin America and in the 30-percent growth rate in Asia Pa-
cific. In contrast, the growth rate in North America is 14 percent (see Fig-
ure 1.1).*

Today, 90 percent of Web revenue derives from the English-speaking
United States, United Kingdom, and Nordic countries, and most of that
comes from the States.® While business-to-business revenue numbers for
this Internet economy range all over the map, most analysts predict that
the pendulum will swing mightily by 2003, with 40 percent of Internet-
derived business revenue coming from outside the States, if not from out-
side the North Atlantic Anglo zone (see Figure 1.2).6 That increase corre-
sponds to the rapid uptake of Internet technologies as the foundation of
many companies’ internal systems, connections to their trading partners
and supply networks, and the interface to the world in general.

To get a sense of why these numbers are so interesting to American
companies, take a look at what is driving Lands’ End, the upscale U.S.-
based retailer of casual and sports clothing, into global markets. Analysts
estimated that the total catalog apparel market in the States for 2001 was

40% - 36%

30%

20% 18%

15% - 11%

Latin America Asia Western Europe North America

CAGR (1999-2005)

Figure 1.1 Net Growth Qutside North America

Note: The compound annual growth rate (CAGR) in Web usage will exceed the increase in gross do-
mestic product (GDP) around the world. The Intensification of Web usage in Latin America and Asia
will outpace North American growth.
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Global B2C E-Commerce Revenue Regional Breakdown, 2000 and 2005
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Figure 1.2 Internet Population and Revenue Growth

Note: The total world population is growing yearly, and growth in regions outside of North America is
causing U.S. users to comprise a smaller percentage of this much bigger pie. Meanwhile, revenue
growth in both the consumer and business sectors continues to grow despite the slowdown that be-
gan in 2000.
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Global B2B E-Commerce Revenue Regional Breakdown, 2000 and 2005
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Figure 1.2 continued

USS$16 billion. The company’s top three international markets (the United
Kingdom, Germany, and Japan) accounted for another US$20 billion in
catalog sales. Furthermore, Lands’ End conducted nearly 20 percent of its
U.S. business over the Internet in 2001, and more than 25 percent of those
online buyers were new customers. On top of that, the online customer is
more profitable to Lands’ End than its traditional catalog buyer. The com-
pany’s planners clearly smell profitable new revenue in key markets out-
side the States.

The Net. Whether online or offline, the United States will remain the dominant
economic superpower well into the twenty-first century, but other regions are
coming on strong. About 35 percent of all products sold in the U.S. come from
outside the country, up from 20 percent in 1990.7 Thirty percent of the Net pop-
ulation is American, and these customers execute 60 percent of the revenue-
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producing activity on the Web; therefore, companies in Europe, Asia, and Latin
America will continue to target that rich online market with sites that appeal to
consumers and business buyers. Meanwhile, U.S. firms seeking growth op-
portunities and better ways to serve their customers will look beyond their En-
glish-only audience in North America to find rich targets of opportunity in the
growing Internet markets of Latin America, Asia, and Western Europe.

When Your Prospects Are in Rome, Do as the Romans

How should you deal with this more cosmopolitan Web? Your first step to-
ward better international efforts—more local language at international
sites—is already happening. A study of a billion documents on the Web in
early 2000 found that about 87 percent were in English.® More recent re-
search pegs the English content at just under 70 percent, and consultancy
Accenture projects that the number will fall sharply as Chinese becomes
the dominant language on the Web.?

As the amount of English content on the Web drops, the number of
people more comfortable in other languages increases (see Figure 1.3). A
study by Ipsos-Reid found that 90 percent of Internet users in nonanglo-
phone countries prefer their own languages over English.!°

Attracting Customers with Translated, Localized Sites and Sup-
port If you are like most companies, you will translate the marketing
part of your sites or your online product catalog. Why? So that customers
will at least know what you are trying to sell them. As early as 1998, com-
panies were reporting that buyers tend to spend twice as much time at a
site if the language is their own.!! In-language sites mean that the potential
buyer can drill down deeper into the site, gathering more information
about your product offerings from posted collateral, product reviews, and
testimonials.

The same market studies showed that these better-informed business
buyers are three to four times more likely to buy if they are addressed in
their own language. How did they come to these conclusions? Some early
adopters knew that they would have to demonstrate the return on their
translation investment, so some instrumented their sites with data collec-
tion software to compare the buying behaviors of users with and without
translated text. Others conducted primary research with focus groups.
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Figure 1.3 English Takes a Second Seat to Other Languages
Source: Global Reach at http://glreach.com/globstats/evol.html.

Note: English, still the dominant language on the Web, will be a less effective means of communica-
tion as the percentage of non-English-speaking users increases.

Not surprisingly, both approaches led to the conclusion that an interaction
in our native language feels better, safer, and more controllable than does
a transaction in even a second language in which we feel comfortable. You
have a far better chance of generating leads, engendering trust, and cre-
ating buyers if you adapt your value proposition to the ways of thinking and
the market realities of your international prospects.

Finally, these studies have shown that business customers addressed in
their own language cost less to support. The Japan-based call center ex-
pert Prestige International measures the lower cost in terms of shorter
call duration and fewer callbacks to customer service representatives. Then,
if the customer can be redirected to a frequently asked questions (FAQ)
page or an online answering utility such as Ask]Jeeves, the cost drops dra-
matically. Firms using this software—such as DaimlerChrysler, Ford, and
Nestlé—have experienced cost-per-call decreases of 90 percent or more.

Even so, many U.S. technology companies insist that their buyers quite
comfortably deal with English; in fact, 66 percent of them do not bother to
offer content in any other language.? Even those companies that offer
other languages focus on marketing only, with no customer support. For
example, GE Power found that the highly skilled, U.S.-educated managers
of their megawatt generators lost their proficiency in English when faced
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with major system failures, thus driving up support costs when English-
language support online could not answer their questions.

Losing Customers by Not Offering Them a Localized Experience
The corollary to getting more international business is losing business at
untranslated sites. Faced with unclear choices or instructions, prospective
buyers might just click on to another site that better meets their linguistic
needs. Nearly half of the international visitors at anglophone U.S. business
sites abandon their transactions due to language, currency, or business is-
sues.”® Think about it for a second: You're reading this book in English, the
language that dominates international trade and the Web. But look at Fig-
ure 1.4 and put yourself on the other side of this digital divide. Most En-
glish speakers would not know what to make of Toyota’s car rental site.
Not only is the text unintelligible to anyone who doesn’t speak Japanese,
but also the design ethic falls outside the north Atlantic model for colors,
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Figure 1.4 Toyota Car Rental Site

Note: Toyota’s home-market car rental site put me on the other side of the language divide, since |
cannot read Japanese and | am unaccustomed to this type of layout. If this page were all the infor-
mation that Toyota offered to world markets, it would not be the third-largest auto manufacturer in the
world.
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images, and layout. If Toyota offered only this site as a way to rent a car, it
would not be one of the world’s largest auto manufacturers. The transla-
tion and localization question ultimately comes down to whether what you
offer customers will make sense to their local eyes.

Toyota actually has done a good job in many markets, demonstrating a
rare sensitivity to market detail—such as fine-tuning its Dutch Web con-
tent for the Belgian Flemish market. Most companies use Dutch when
dealing with Belgian Flemish speakers. Dutch (called Nederlands in Dutch)
and Flemish (Vlaams) are essentially the same language, varying in pro-
nunciation (as distinct as American vs. British English), vocabulary
(Dutch coins many neologisms, while Flemish is more conservative), and
formality (the Belgians are more formal). Both Toyota on the Web and
Hewlett Packard with computer manuals in both languages exhibit a
strong sensitivity—and willingness to invest—to even these minute mar-
ket differences for the nearly 16 million Dutch citizens and almost six mil-
lion Flemish speakers in Belgium.

The Language of Globalization

Not surprisingly, business globalization specialists have developed their own
terms and shorthand to describe what they do.

Translation refers to the process of taking information in one language and
conveying the same details and thoughts in another language. Most transla-
tion is performed by humans, although an increasing number of companies
use computers to translate documents and Web sites that have a limited
scope and vocabulary, such as those for network switches or telephone equip-
ment. Good human translation is often viewed as an art as much as a disci-
pline, while computer-aided machine translation tends to be much more util-
itarian with a focus on conveying merely the gist.

Localization describes a more ambitious task that tailors translated words
and transactions to local needs. For example, a German company selling into
the States will mark prices in dollars, replace DHL with FedEx as the shipper,
and translate privacy statements into English. Localization also must take into
consideration technical issues as well, such as knowing the average connec-
tion speed of the target audience you are seeking so that the Web production
team designs appropriately, keeping load times down to acceptable levels.

Internationalization refers to the behind-the-scenes technical work done to
enable translation and localization. This typically involves making sure that a
site can support the alphabet of a target market, a problem frequently en-
countered by U.S.-developed software that cannot handle Japanese charac-
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ters or even diacritical marks for European languages. Other internationaliza-
tion tasks involve adapting systems so that instructions, error messages, cur-
rency, and measurements can be expressed differently for local markets.

Personalization relates to the online practice of mass customization and the
ideal of one-to-one marketing, both enabled by the Web’s ability to capture in-
formation about visitors and react with appropriately tailored content and
data. When applied to ethnic and international markets, this is globalization,
the term that practitioners use to describe their ability to appeal to buyers
around the world.

Companies Worldwide Are Committing to Local Markets Your
competitors have already started to benefit from their commitment to
make interacting and transacting easier for their international business
customers. U.S. companies expect to serve up to twice as many interna-
tional Web sites by 2004 as they did in 2000,'* and many European firms al-
ready market directly to American and British buyers. For example,
Renault lets British, French, and German consumers browse all of its ve-
hicles and check on availability in real time. Behind the scenes, the Europe-
wide Renault.net network keeps dealers in constant contact with Renault,
streamlining communications and giving them insight into customer needs
by market as well as the ability to order and track production. By allowing
prospective buyers to select and configure their cars in their own language
before talking to a salesman, Renault hopes to prompt its customers to
make a quick purchase decision, mimicking Eastman’s ability to:

o Eliminate costly human customer service representatives. For example,
knowing that its plastics buyers ask the same question about the
molding process for one of the materials it sells in bulk, Eastman has
posted a canned response in the form of an FAQ (frequently asked
question) in the language of each market it serves.

e Educate customers online. By creating FAQs for other common ques-
tions and adding more product and safety information in local lan-
guages, Eastman can focus its customer service on calls that raise the
amount of a purchase.

The same customer service benefits and upside apply in home markets.
Discovering that the household income of its Chinese-American cus-
tomers was more than 50 percent higher than that of the average Ameri-
can, Schwab decided to create a site for consumers in the United States
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who feel more comfortable transacting in Chinese. Because these cus-
tomers trade two to three times as much as other investors, customers at
Schwab’s Chinese-language site are much more profitable than are those
at its anglophone site. With 50 million Chinese people living outside China
and controlling most of the economic activity in many Southeast Asian
countries such as Indonesia, Singapore, and, increasingly, in Canada and
the United States, catering to the Sinitic economic community in diaspora
could be great business for many companies.

The Net: Ask yourself: would you sign a document without being able to read
it? As your Web presence reaches into new markets, your prospects and cus-
tomers will expect much more localized experiences that they can under-
stand. Business without borders does not mean that local needs will disap-
pear. In fact, they increase because you must serve international markets with
the right local flavor. For many people, globalization equates to Americaniza-
tion. That’s too narrow a definition—globalization means good business,
wherever you happen to want to sell.

Global Business Does Not Mean Every Country

To paraphrase an old political truism, “All commerce is local.” Ideally, a
Web site will look and feel like it was built in that market for only that mar-
ket, whether it was a local company, a foreign business, or a British firm
developing an online experience for South Asian inhabitants of the United
Kingdom. Because local markets most likely have native players, it is
likely that the indigenous sites will be better tuned to the needs of that
market than will the foreign ones. To succeed, you will have to be at least
as good as the hometown alternative or provide enough value to make that
anonissue. That could be very expensive, especially if you fail to scope the
opportunity in a given market against the requirement to offer a quality ex-
perience that passes the local smell test.

Many companies have read the analysts’ numbers presented earlier in
this chapter, have considered their own Web site reports showing the na-
tional origins of their visitors, and have decided to use the Web aggres-
sively to do business online in every country. Other less-ambitious firms
limited themselves to the 30 countries of the Organisation for Economic
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Co-operation and Development (OECD) plus China or the European
Union. For example, after a successful showing of its marketplace for flow-
control devices at the CeBIT fair in 2000, BigMachines.com vowed to set
up shop in every country on the planet. Such hubris is not restricted to
new-economy start-ups. Fingerhut, the catalog arm of retailer Federated
Department Stores, investigated similar large-scale expansion into inter-
national markets.’® High-tech players such as Dell and Cisco hurried their
online presences into dozens of countries.

Both Fingerhut and BigMachines ultimately realized the challenges in-
volved in such an undertaking. Translating hundreds of thousands of
words for thousands of Fingerhut products into even a few languages
would cost far more than the planners had originally estimated. For ex-
ample, a large-scale effort to translate a half-million words from French
into English could cost US$200,000. Keeping the translation synchronized
so that the information remains current and correct can add similar costs
depending on how efficient and automated the process is; multiply this
amount by the number of languages that need supported, and the costs
mushroom. Ultimately, BigMachines settled on a smaller, more manage-
able cadre of European and Asian markets. Fingerhut took an even more
disciplined approach, focusing its online investment to the 35 million Lati-
nos inside the United States on its way to a future global presence.

Through 1999 and 2000 this kind of expansion into every market on the
Internet was a common theme of many companies that sought to increase
both revenue and share. By 2001 many companies were confused about
their next step.

® Globalization newbies. Many not-yet-global companies that I speak to
are bogged down by their analyses about which market to get into
first. They see opportunities, they see costs, and they see the need for
a long-term commitment. But like the suitor who fears commitment,
they fall into a state where they do nothing but maintain the status quo
and continue to worry about losing the race into new markets to more
agile competitors.

e Global cognoscenti. Companies already involved in international mar-
kets online or offline question how they can optimize their existing
programs, organization, technology, and sites to meet the needs of
their international customers. In precarious financial times, they want
to make sure that every dollar, euro, real, or yen that they spend is
spent on the right thing.
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Where Should You Start? How Should You Continue?

Do not be misled by the numbers, and do not fall for the “go global”
mantra. The brutal truth is that when it comes to the Web, there are “have
nets” and “have nots.” Assuming that the analysts got it right, within a few
years the 30 percent of Internet users who are American will be respon-
sible for 60 percent of the Web’s revenue. This is great news for anyone tar-
geting the U.S. market—Ilots of revenue from a relatively homogenous
population. However, that rest of the pie is a lot more troublesome. Most
globalization boosters point to the 70 percent of the Internet’s user and the
40 percent of revenue that they will generate as proof of big opportunities
beyond America. What they fail to realize is that hundreds of millions of
people live in a variety of countries around the globe, where they speak dif-
ferent languages and engage in commercial activities in ways that are
quite different from each other (see Figure 1.5). The challenge for com-
panies looking beyond the rich North American market is to figure out

Population Internet Usage, by Country (in millions) Dominant Languages  Currency
u.s. i )
134.4 English, Spanish U.S. dollar
Japan
239 Japanese Yen
China Mandarin, Cantonese Yuan
I 2 5
Germany German Euro
19.9
South Korea
19.0 Korean Won
U.K.
| English Pound
Canada
. 5.4 English, French Canadian dollar
Ital
-"r.lz‘5 Italian, German Euro
Brazil
Port Real
o ortuguese eal
France French Euro
oo

Figure 1.5 Where in the World Is Your Prospect?
Source: CIA, World Factbook at http://www.cia.gov/cia.publications/factbook/.

Note: The business and consumer users of the Eighth Continent live in geopolitically bounded coun-
tries with a dominant language or two as well as a national or regional currency.
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which of those international markets comprise enough revenue to make
the localization efforts worthwhile. In most cases, even simple translation
will not pay the bills.

Look at your own online traffic logs to find out who has been visiting
your home-country site and where they come from. More likely than not,
the lion’s share of foreign visits to French or German sites will originate in
other francophone (e.g., Quebec) or German-speaking (e.g., Austria) coun-
tries, respectively. Visitation to American and British sites, though, will
probably originate from a wider range of locales.

e Already there? If you are already committed to a market on the
ground, there are probably several good reasons why you should do
a good job online in that country. More speculatively, you should look
for countries with the high levels of Internet penetration and usage
that translate into a population that is mature enough to buy on the
Web (see Figure 1.6). The threshold of usage may relate directly to
business buyers and consumers on the Web, your own employees or
brick-and-mortar investment in a country, or the nature of your supply
chain, consisting of development partners, distributors, and suppliers.

France, Germany,
Italy, Netherlands,
Sweden, U.K.

e
N
o b By

Plus countries of the Commonwealth of
Nations where English is spoken

Figure 1.6 Quick Study of Markets That Matter on the Web

Note: In an ideal world, you would support each country on the planet with the language, currency,
commercial practices, and cultural sensitivity that it deserves. In the real world, however, your deci-
sions about which markets to support will be driven by the business case that you make. How much
new business will supporting a particular market generate? Will targeted investments in certain coun-
tries enhance your ability to support customers, optimize your supply chain, or improve the produc-
tivity of your employees? Chapter 4 provides some insight into how to pick a market.
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o Looking for new markets? As you move beyond existing markets, avoid
the enter-every-market-tomorrow trap by studying only the countries
with the highest visitation to your site. Then analyze the opportunities
in those individual markets against market entry characteristics at a
site such as CyberAtlas, NUA, or eMarketer.

Once you have a sense of opportunity and size, consider the true cost of
entering those online markets with a presence that works. For example,
say you chose to support the countries represented by the six languages
on the United Nations’ home page: English, Arabic, Chinese, French, Rus-
sian, and Spanish. You would have to deal not only with the language but
also with the business practices and currencies of the dozens of countries
where those languages are used. Making sure that your offer and value
proposition stood up in each would be difficult enough without keeping
your corporate image and brand synchronized across all markets. This in-
vestment is not merely a one-time translation, but a commitment to a mar-
ketplace for more than a single cycle of your business plan.

The Net: Do the math. More than one country will drive the 40 percent of Web
revenue that will come from outside North America in 2003. Your mission,
should you choose to accept it, is to figure out which of those countries makes
the most sense to support. Focus your energy only on the markets that make
sense in terms of a more comprehensive analysis of their globalization invest-
ment. Rather than slavishly looking to the top line of revenue growth or to the
bottom line of projected savings, you should adopt a more holistic return on
investment (ROI) analysis, focusing as well on the benefits that come from
better customer service and brand equity. Chapter 2 frames globalization in
these terms, tying it to top shareholder concerns. Chapter 10 extends this anal-
ysis to include an ROl model for globalization and commonly used metrics.

Realizing That the Web Is Not So Worldwide after All

Most Companies Do Not Carry a Passport on the Web When for-
eignersvisita U.S. business online, they will find only English-language in-
formation, toll-free phone numbers that work only in the States, and prices
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in dollars. Of the top 100 U.S. companies, only one-third offer content in
any language other than English. Take, for example, the case of a U.S.-
based consumer goods manufacturer, which typifies how most U.S. com-
panies consider but do not act on the international opportunity. These
points could be applied to many of the Global 2,000’s online efforts.

Through early 2002, the company’s home page looked promising with
the CEQO’s global greeting to site visitors: His three-sentence English-
language welcome mentioned the “world” three times. The home page
backdrop listed Latin America, Africa, North America, Europe, and Asia,
but that is where the company’s global-savvy pitch stalled. There were no
links behind the geographies that enabled Spanish, French, or Japanese
guests to read about the company in their own languages.

Nonanglophone (i.e., those who do not speak English) visitors with the
patience to navigate the site will be ultimately rewarded with a map of
the world superimposed with the company’s business regions. Clicking
through to Latin America or Asia, though, brings up an English-language
list of the products sold in that geography.

To its credit, this consumer goods company has given its business units
in other countries free rein to create their own sites for their markets. Un-
fortunately, their international sites neither link back to the corporate site
nor pick up the corporate branding elements. In short, the U.S. headquar-
ters fails to leverage the massive investment that the company has made
in global brand management and advertising. Consider what impact a
weak or absent presence might have in three consumer economies—Ger-
many, Japan, and the United Kingdom—whose total population of around
269 million comes close to the United States’ 285 million.

Enormity of U.S. Market Lulls Many American Firms into Com-
placence As mentioned earlier in the chapter, 66 percent of U.S. high-
tech companies have not localized. In the general economy, about two-
thirds of U.S. firms have not bothered to translate or localize their online
offerings.'® The biggest reason for this is that many have never felt the
need to apply for a passport. By offering nothing more than an English-
language site, they have access to a market of over 280 million who use the
same currency and share the same business practices. In many cases, En-
glish is also enough for the highly educated techno elite that buy medical
equipment, software, and gas turbine generators. Furthermore, when it
comes to international business, many U.S. firms rely on the advice of
their sales advisors outside the States, most of whom travel in that rarified
anglophone atmosphere of the “jet set.” Fluent in English, they assure




Discovering the Eighth Continent 19

their American counterparts that there is no need to translate—much less
to localize—sites for their markets.

European Firms Know That They Have No Choice but to Localize
Long accustomed to doing business in multiple languages, European
companies have a leg up on their U.S. competition (see Figure 1.7). Some
multinational firms, such as DaimlerChrysler and Phillips, conduct their
internal affairs in English, derive a good percentage of their revenue from
anglophone markets, and expect English to be understood by demo-
graphically correct customers in other countries. Reflecting these reali-
ties, most large European companies offer at least some multilingual con-
tent on their sites, most often choosing English to complement their
home-country language.!” This serves them well in the global Internet
community, where 30 percent of the buyers will generate 60 percent of the
revenue. But even these experienced multilingual players frequently slip
up, failing to do much more than welcome their international visitors.'®

While the creators of these sites mean well, they have failed in their goal
to create a credible international presence for their companies, sometimes
even alienating their guests in the process. At many other sites in various
regions of the world, international callers feel welcome until they get past
the mere pleasantries of the localized home page.

These companies are not unique in how they treat international audi-
ences. These first-generation Internet sites push the corporate story to the
natives of the headquarters country. Over time they add powerful new

Share of Web Sites Supporting English Language in
Germany, Japan, and France, 2001

Cormany

Japan

France

Figure 1.7 German, Japanese, and French Support for English
Source: International Data Corporation (IDC), 2000. Retrieved from www.eMarketer.com,
16 May 2001.

Note: European customers expect to be addressed in their own languages.
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functions to the site so that visitors can ask questions, arrange for service
calls, or make purchases. Knowing that most of their business is domes-
tic, every interaction, message, and commercial capability first targets
only their mainstream internal markets. Even large minority populations
such as Latinos in the United States or Turks in Germany find themselves
left out of the party.

Meanwhile, international subsidiaries do the same thing that their par-
ent corporations do: They create an online experience that makes sense
for their majority domestic markets. These in-country efforts usually lag
behind the headquarters site in features, depth of information, and inter-
activity because they lack the budget that the parent corporation pours into
its branded dot.com site. Companies that might have their international
act together on the ground look fragmented and inconsistent on the Web.

The Net: Most companies have a tough time offering an experience outside
their home markets. Either they try to create an internationally branded expe-
rience out of Darmstadt or Schenectady, or they rely on local subsidiaries to build
a site for their own markets. The right approach will allow companies to ap-
pear consistent where it matters—nbrand, logo, corporate principles—and local
where that is needed—the offer and market-specific terms and conditions.

A Passport Does Not Guarantee Success Even ambitious compa-
nies that choose to meet these challenges head-on face significant risk.
Consider the well-publicized failure of the first Boo.com, a British-based
fashion site that launched 18 country sites from a single London database
in 1999. Boo’s president for North America said that the company “real-
ized that to sell hip fashion, we had to serve global customers with a very
customized experience.”

That meant investing nearly USS200 million in complex technology for
online catalogs, one-to-one personalization, and hardware to guarantee
high levels of performance. In fact, the rollout was delayed nearly half a
year as Boo ironed out kinks in the system and sought to meet perfor-
mance targets. Much of the development budget went also to creating pro-
prietary software to link these sites with suppliers, warehouses, and logis-
tics middlemen around the globe. To Boo’s management, this was a
natural fit: High fashion demanded a high-tech site.

Despite its ambitious multinational debut, Boo never established a cred-
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ible value proposition in any of the 18 markets it targeted. Boo did too
much, too fast, and too expensively. Following its crash-and-burn demise
in the spring of 2000, a British Internet technology firm bought Boo’s
back-office infrastructure for a mere US$400,000, and fashionmall.com
acquired Boo’s customer list, content, trademark, and domain names for
an undisclosed sum.

Even more moderate efforts can run into big troubles. Despite its obvi-
ous business model and easily explained value proposition, the United
Kingdom’s LastMinute had trouble keeping its Italian and Spanish affili-
ates adequately funded. American travel site Travelocity experienced an-
other kind of international problem when it launched its Italian site several
years ago. Volatile content in a consumer market forever demanding to be
entertained meant that the Italian variant quickly looked less and less like
its branded counterpart, both undermining the brand and causing Trave-
locity eventually to pull the plug and start over.

The problem that many companies face as they go international is that
they forget two things: (1) It's not enough simply to translate your content,
and (2) a successful international business requires making a long-term
commitment. Boo had the right idea about what would appeal to buyers in
France and Italy, but not the temperance to take a less ambitious bite. Most
companies lack Boo’s understanding of the challenge, so they start by
simply translating their domestic site into French and Italian this quarter,
then into German and Dutch next quarter, and they never look back. With-
out active work on a site to keep it up to date, the experience gets stale,
uninteresting, and out of sync with the corporate site. The result is that
visitors to a derived site cannot count on the information that they find; it
may be inaccurate, out of date, and inconsistent because of the cobbled-
together processes used by most companies that do have international
sites.

This can be a disaster as bilingual customers arbitrage the net for the
best experience and current information. Even if your prospects in other
countries do not speak your home-country language, they can see easily
see the difference between an expensively produced headquarters site and
a low-rent effort served up in their market. To paraphrase the interna-
tional strategist at State Street Global Advisors, “Don’t advertise a work in
progress, and don’t show something that you yourself wouldn’t want to use.”

Just as you cannot stand still with site content, you must look ahead with
regard to technology and design. While the conventional wisdom is that
the United States leads the rest of the world in Web technology, the reality
is that markets in Scandinavia outpace the United States in certain respects



22 Business Without Borders

such as wireless connectivity to and transactions on the Internet. So as you
roll out your best and brightest technology and features for the U.S. mar-
ket—things such as one-to-one personalization—other markets will ex-
pect the same quality of technology and experience, again underscoring
the importance of conducting a rigorous ROI analysis on every market
that you consider supporting.

Be sure to consider not only what you offer in your home market, but
also what competitors offer in their home markets. Customers will bench-
mark your site within their country and internationally against the best of
the Web, driving observant companies to provide ever higher levels of in-
teractivity and customer service (see Figure 1.8). For example, at Cathay
Pacific and United Airlines, you repeatedly hear questions such as “How
are we doing in this market against American Airlines?” or “How does Sin-

Investment Value

Levels

Integration

US$2-200M+

US$300K-$50M

Prospecting

US$100K-2M

Informational

US$5-300K

Figure 1.8 Internet Evolution
Source: Gartner Research, November 2001.

Note: The Internet will continue to evolve, both as a technology and as a channel. This figure repre-
sents the phases through which companies will pass as they ratchet up their own investments from
mere thousands of dollars (US$5K and up) to hundreds of millions (US$200M).
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gapore Airlines serve this market better?” These companies constantly
monitor the function and technology of their competitors because they are
determined not to be on the losing side of a feature-function shoot-out—
or, worse yet, losing market share to competitors or being ranked lower
than a rival in customer satisfaction.

The net: Be global at every level of your company, technology, and process. A
Web site is an organic beast, constantly evolving. A Web site meant to repre-
sent a company outside its domestic market must react to stimuli from mul-
tiple sources: what’s happening at headquarters and, what’s driving that site,
plus the needs of prospects in the target markets and the ever-present danger
of being perceived as an interloper or carpetbagger in the “foreign” market.
That means looking, smelling, and tasting as if you were created in that mar-
ket—not just today, but for as long as you decide to compete there. It means
making sure that everyone in the company thinks of your mission in global
terms.

Guiding Principles for Going Global Online

To recap, international is a relative term. If you are an American company,
it means appealing to non-U.S. buyers. For Germans, it means marketing
anyplace outside Germany, even in German-speaking countries such as
Austria. More broadly, international could mean targeting your domestic
multicultural or ethnic populations. In all cases, though, it means aligning
your entire strategy with your business goals, regardless of the channel.

® Be realistic about the global market. While the international Internet
economy will be big, no market in the next decade will be bigger than
the United States. Accounting today for most of the revenue and still
more than half by middecade, the American market will fuel the Inter-
net, just as it does the world’s physical economy. This is good news for
U.S. companies, but it is great news for Europeans, Asians, and Latin
Americans looking for opportunities to sell their goods and services.
e Do the math. Just like business or politics in general, on the Inter-
net some countries matter more than others do. In fact, considering
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Internet penetration, profitability, or customer service needs, some
markets will not even show up on your radar. Making the tough calls,
matching product or service to a given market, and managing the cost
of fulfilling business in a foreign market are all up to you. Precede all
decisions with a rigorous analysis of ROI; that is, business cases
should drive decision making. Chapters 2 and 10 discuss ROI issues
in more detail.

Interact locally. Remember that your prospective customers have
many choices about where to spend their money; the most compelling
of those choices will be with companies that ask for their business—
in their language, addressing their cultural needs, denominated in
their currency, and according to the rules of their market. The least
forceful sites will be those that do not even acknowledge these inter-
national business realities. Going global really means serving local
markets well when you start out and continuing into the future through
wireless communications, personalization, content management sys-
tems (CMS), customer relationship management (CRM), peer-to-peer
networking (P2P), and the rest of the ever-evolving alphabet soup of
Web technology.

Think beyond consumer Webs. The meltdown of the dot.com economy
dominated the headlines, but it blurred the real benefits behind the
scenes. Besides being able to reach out to service customers any-
where, the Internet lets you work better internally and with partners.
The ability to integrate a tactical marketing campaign online with your
long-evolving customer data warehouse, physical point of sale sys-
tems, and direct mail involves the full range of your marketing and
sales competence—even before you get to the operational systems
that will allow you to fulfill demand, ship products that customers or-
der, and follow up on service needs.

What Mira’s Analysis of Acme International Showed Her

As Mira reviewed Acme’s online presence around the globe, she realized with
some sadness that everything she had read about online failures at other com-
panies’ sites applied also to Acme’s international efforts. While its U.S. site
had won a design award within its industry and was hailed by three Internet
weeklies for its superior navigation, Acme’s international sites did not bene-
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fit from the expertise and investment of its headquarters’ site. The sites in too
many of Acme’s international markets were put up by part-time teams in that
country with the requisite local language support and a localized look and
feel, but each was a mere shadow compared to the dynamic, information-rich
U.S. site.

At an executive team meeting Mira reported on her review of Acme’s in-
ternational sites, some of which did not link back to the corporate site. She re-
marked that country units had taken matters into their own hands, doing
what they felt had to be done to succeed in their markets because Acme’s cor-
porate site was so “American.” To highlight problems, Mira used Acme’s
Czech site as an example. Her issues included the following:

¢ Brand management. Mira showed PowerPoint screen captures of the
Czech and other offending sites. Acme’s Czech Web unit did not employ
the company’s trademark yellow and purple color scheme. The develop-
ers also backdropped the company’s scimitar logo with the spires of
Prague, a nice local touch that unfortunately violated corporate brand-
ing standards.

Mira observed that the company had not globalized itself. For ex-
ample, she noted that the company’s branding and style guides were writ-
ten in English, described branding elements in terms of Acme’s U.S. site
and offline business, and referenced A. C. Nielsen and NPD data about
U.S. buying cohorts.

¢ Product catalog. This time projecting the U.S. site and its Czech equiv-
alent, Mira pointed out major errors and omissions in product descrip-
tions that would undermine Acme’s well-known commitment to safety,
the environment, and human rights. She also distributed a focus group
study that had been conducted by Acme’s regional headquarters in Ams-
terdam. The results underscored lower consumer trust in products sold
through Acme’s Czech retail site.

How could the Czechs, even with a more localized site, score lower in
consumer trust? Miva vecounted her conversation with the managing di-
rector in Prague. Despite their best efforts with their limited resources,
Acme was still seen as a U.S. brand that did little to meet the needs of the
local market. There was little that the management of Acme A.S.*° could
do if Acme Inc. in the States failed to build or market products that met
the needs of the Czech backyard vacationer.

e Pricing. Mira projected the American and Czech prices for Acme’s top-
selling products, noting that the Czech product prices did not reflect an
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across-the-board price hike necessitated by rising energy prices. Comparing
Acme sites managed by business units in adjacent countries revealed that
prices varied within the central European region by up to 35 percent.

Next, Miva discovered that the Czech Web master had not updated the man-
agement profiles on the site, figuring that the Czech consumer could not care
less about Acme’s American management team. Instead, he spent most of his
time monitoring the U.S. site to see what product information had changed.
The Webmaster knew that he missed a lot of changes because he relied on his
memory and his knowledge of both sites to know what had changed.

Mira concluded that www.acme-lifestyle.cz did not represent the same cor-
porate reality as did www.acme-lifestyle.com. In working with the CEO, she
anticipated potential damage to Acme’s worldwide brand and sales. They
consulted with the CFO to calculate what this international imbroglio cost
Acme in duplicate headcount, technology, content, process, marketing, dis-
tribution, and all other operational attributes of a modern Web site.

The first thing that Miva determined was that inefficient duplication could
not continue. The CFO also noted that much of that spending was secreted in
local marketing budgets away from his ROI scrutiny, rather than in the infor-
mation technology (IT) or Web budget, where its effectiveness could be mea-
sured. After consulting metrics such as unaided brand awareness and cost of
sale, the CFO determined that Acme had been doing a terrible job of project-
ing its hard-won image for quality and safety and of establishing a unique
value proposition in international markets. Mira’s next step was to pull to-
gether her presentation to the board—why did she think that Acme should
spend more on global marketing and the systems and staff to support it?



Great Expectations for
Global Markets

Back in her office, Mira considered what she learned about going global.
Sure, the United States was the 800-pound gorilla on the Internet and prob-
ably always would be, but her instinct told her that prospects and customers
in markets such as Germany and Japan deserved more of her company’s at-
tention. She knew better than to fall for the old canard that the Web made you
instantly global; while its Web site made Acme accessible to everyone in the
world, who knows what sense Acme’s products made to a Czech or a Korvean?

In an ideal world, Miva would have a budget big enough to make geo-
graphy, language, and culture irrelevant for visitors to Acme Online. Certain
that the executive budget committee would not go by her intuition, the global
sugarplums in her vision looked like they would be squashed by the blunt re-
ality of her limited budget and Americafirst CFO—unless, of course, she
could make a strong business case for going global.

Convincing Your Colleagues to Act

When reviewing her argument for going global, Mira considered the top
five shareholder issues as reported by Ernst & Young in the summer of
2001%:

1. What is the company doing to retain key employees?

2. How can the company ensure that management produces satisfac-
tory results?

3. How is management handling the risks and rewards of globalization?
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4. How is the company leveraging the Internet to increase earnings and
shareholder value?

5. What is management doing to increase shareholder value in a volatile
stock market?

The third and fourth concerns inspired Mira—and are the heart of this
chapter. Given everything that you have to worry about, why should this
unproven Web, domestically or globally, be something that you spend any
precious budget on? This chapter will discuss some valuable uses of the
Internet that will drive many businesses like Mira’s to extend their reach
beyond domestic markets.

® Business alignment. Successful planners align their Web projects with
key business goals. The same requirement applies to the global In-
ternet and can take any international project from the status of nice-
to-have to must-do. Clever planners will recognize that not all winning
projects face the buying public but may support critical internal or
business partner functions.

® Dealing with sophistry. There are many reasons not to do anything
because domestic markets are big enough, sufficiently profitable, or
easier to manage. Most such arguments do not stand up to the light of
day. Every company needs the growth engine of more sales or greater
profitability to meet its shareholders’ expectations. The global Web of-
fers opportunity on both of those fronts.

® Making the call—and the case. Some arguments for going global work
better than others do. This chapter lays out seven effective arguments
that go beyond the simplistic “make more money” or “beat the com-
petition.”

Where Does Globalization Fit into a Business Strategy?

The prospect of entering new markets around the world and selling prod-
ucts or services to new prospects sounds like a great plan. You can demon-
strate your marvelous offerings through the display window of your In-
ternet site and rely on the good people at UPS or DHL to deliver the goods
to any customer on the planet. Without engaging a distributor or building
out an infrastructure in other countries, you can aggregate the buying
power of demographically correct buyers around the world.
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This sudden ubiquity is what intrigued many investors during the boom
days of the Internet, letting them set up shop anywhere there was a cus-
tomer connected to a phone line and thus gaining access to book buyers
and travelers living far from any bookstore or travel agency. This wired
omnipresence enabled Net-only companies to bolt past slower-moving
brick-and-mortar firms both in valuation and public perception—at least
until the laggards integrated their offline systems with the Web and built
their own online stores. For many companies, the Web has evolved into a
fundamental channel of commerce and communications, allowing them to
enter new markets, extend their brand, and serve their customers better
as a complement to traditional face-to-face business. That means offering
a wide range of capabilities at their sites, from the basics of product infor-
mation and reaching out to self-service and commerce (see Figure 2.1).

The same possibilities and needs present themselves on the global In-
ternet, but most companies have not yet evolved their planning past “make
lots of money in new markets” daydreaming. What these companies are
doing online and why they are doing it is very clear in their domestic mar-
kets: Study after study shows that companies are using their Internet
channel to be more competitive, improve customer satisfaction, increase
brand awareness, generate new sources of revenue, and become more
profitable. But when it comes to their international market strategies, their
aspirations deflate. They want to remain competitive and increase sales,
but few mention major issues such as customer satisfaction, brand aware-
ness, efficiency, and profitability.?

The missing link between success on the Internet and winning on the
global Internet comes from the lack of practical experience outside do-
mestic markets. Many companies have already deployed their second- and
third-generation Internet sites, adding large dollops of interactivity, per-
sonalization, and one-click navigation, all intended to win customers and
keep them coming back again and again. Few firms, though, have suc-
cessfully deployed even a first-generation international site that accom-
plishes much more than welcoming an Italian with a hearty “Benvenuto!”
before throwing them back into the language, currency, and cultural mi-
lieu of the home market.

Companies have succeeded online in their domestic markets, but they
have failed to align their global aspirations with what is driving the success
of their headquarters’ business online. More experienced companies that
have successfully deployed e-business applications laid out not only the
expected return on their investment (i.e., competitiveness, new markets,
more share) but also the means to get there—specifically, more satisfied
customers who buy more stuff more frequently.
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Product info 95%
Self service 50%

Call center* 24%

Registered content 48%

community 31%

B Free services  15%
26
e
20%

B Auctions 6%

Other languages i3

Figure 2.1 Web Site Functionality of Large U.S. Companies, 2001
*13% have both.
Source: International Data Corporation (IDC), 2001. Retrieved from www.eMarketer.com.

Note: Almost every successful customer-facing Web site in the States supports marketing efforts,
while about half of them allow customers to self-serve with frequently asked questions (FAQs) and
answer utilities such as Dell’s Ask Dudley. Internally, companies use the same Internet technologies
to improve employee productivity and enhance communication with partners in their supply chains.

The net: Itis hard for the early-bird globalists to do much more than state their
ambitious goals about making more money for their respective companies.
They will aim for simple goals such as more sales, more market share, or
staying competitive, while their domestic counterparts have evolved beyond
these nostrums to critical differentiators such as creating more intimate rela-
tionships with their customers through personalization or improving satis-
faction through better support and self-service. Until international Web plan-
ners establish these metrics, their plans will be less than compelling.
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To Every Company There’s a Reason

Unfortunately, there is no list of every company with international Web
sites, the business plan that they used to enter new markets, and the tech-
nical road map on how to get there. Companies bring different levels of
global experience to the table, along with the understanding of the chal-
lenges that made them push ahead or stop dead in their tracks. Some, such
as automakers, bring decades of brick-and-mortar experience in interna-
tional markets to the Web. Others such as Travelocity bring online selling
knowledge but no on-the-ground expertise. Consider the two extremes—
planetary newbies and the globally experienced—with all their permuta-
tions. As you read, think about where your company would show up.

Planetary Newbies: Still in the Starting Blocks Maybe you work
for a global organization that has had little experience with the Web, your
company just does not care, or it is too risk-averse to do much more than
acknowledge that it is not tackling those enticing international markets. In
my work with firms looking to kick the tires of global e-business, I've seen
three archetypes.

1. Aware but not there. Few executives anywhere fail to understand that
the Web’s “www” means global reach. However, research about top
U.S. companies shows that about half to two-thirds are not making the
investments that will turn foreign visitation into increased business.

Action: If your firm falls into this category and you are not happy
about that, ask your IT department to start measuring your interna-
tional traffic and try to gauge the percentage of sales that you lost be-
cause prospects could not complete a transaction, much less under-
stand your value proposition. Few firms collect as much data about
Web traffic as they should, whether about fellow citizens or foreigners
visiting their sites. The data is there—collect it, analyze it, and act on it!

2. Globally delusional. Some executives understand that a global market
exists, but they will not go the extra kilometer to reach it. Consider a
typical American company that attracts 15 percent of its traffic from
outside the U.S. market without any translation, adaptation, or appeal
to other markets. Five percent of those visitors actually succeed in
buying something. Because the company invested nothing to draw
global traffic and did little more than contract with UPS or FedEx to
handle international deliveries, many executives would be ecstatic
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over the bluebird of any non-U.S. business. But no one considers how
much higher the look-to-buy ratio would have been had the site been
localized for other markets.

Action: Recognizing that you are delusional is the first step in the
cure; if you think that your home market language and currency are
enough foday, what will you do when you saturate your domestic buy-
ers with your offerings? What will you do when you find your major ri-
vals mining lots of new business from countries that you ignored?
Your next step is to figure out which markets will propel you to the
next phase of growth. The same advice holds for U.S. companies look-
ing to augment their top lines or improve their bottom lines.

3. The stay-at-home crowd. In all fairness to the delusional, there is a con-
tingent that feels pretty justified in staying at home. Itis hard to argue
with someone who says that meeting the needs of over 280 million
consumers in the United States is business enough for anyone. The
same holds true for other large-population markets such as Japan
(126 million), Germany (83 million), or China (over 1% billion).

Action: No CEQ at publicly traded companies has the luxury of ad-
dressing shareholder meetings with statements like “We’re happy
right where we are. Sales are about as high as we’d expect them to be,
and we don’t pay any attention to our competitors.” The notion that a
company’s revenue is large enough or that it needs no more cus-
tomers will not last long. Competitors domestic and international will
strive to take away share. Ultimately, companies in larger markets will
find that they are not so homogenous after all, and that they have been
ignoring large ethnic populations such as Latinos in the United States,
Turks in Germany, and China’s large expatriate population around
the world.

Globally Savvy: Companies That Have Cut the Domestic Umbilical

us

Cord As the planetary newbies evolve, some will see an opportunity to

e the Internet to serve their “foreign” customers better, increase their

online business in new markets, or push their brand around the globe.
Everyone needs the ammunition to convince the budgetary powers-that-
be that globalization will enhance shareholder value. Some of that ammo
will come from the tales of successful companies that have proactively
sought to extend their reach to consumers and business partners around
the world.

CO.

I see a recurring pattern of successful firms from the high-tech arena—
mputers, aerospace, and consumer electronics—all of which offer prod-
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ucts that cross national boundaries and cultural preferences. However,
these globally aware firms represent a spectrum of evolution as well. In
working with companies that have burst out of their domestic markets, I
have seen the following characteristics:

1. Toe dippers. These firms typically react to some event (e.g., a de-
manding national distributor or an aggressive competitor) when they
adapt some element of their site to local market needs. Such localiza-
tion tends to be incomplete, involving either limited translation of
some content or an ability to deliver via local shippers. The prototypi-
cal toe dippers often find themselves entering a national market, ei-
ther accidentally because of new demand for a product that appeals to
foreign visitors or more deliberately, though usually without convic-
tion or adequate budget.

Action: If you are a toe-dipper, some structured research such as fo-
cus groups and interviews with customers and prospects will prob-
ably show you that you are leaving money on the table and spending
a lot more money than you have to because of inefficient translation
and localization processes. If you have resources such as local staff in
a market, work with them to find some assistance with conducting
such research. If you do not have staff in-country, look to marketing
and public relations agencies for help in setting up such focus groups.
One thing to watch out for: In hard economic times, when companies
face proof that they are wasting money through inefficiency or fear
that their investment could be better spent in other areas, they some-
times propose the knee-jerk reaction to eliminate international efforts
altogether.

2. Stubbed toes. Many well-known brands have entered international
markets by allowing local business units to set their own agendas,
usually divorced from the corporate brand, message, and look and
feel. The net result is a fragmented international presence with very
little leverage of the assets that make these companies such a power-
ful force in their domestic market. Nonetheless, they continue invest-
ing internationally but without a consistent use of the Net to bolster
their physical channels.

Action: Executives at many such companies wrap themselves
around the axle of indecision and regret. Convinced that they are
spending far too much to get much too little, they do nothing. It is time
to grab the tiller and let everyone know where you want to be globally,
even if you decide to hold the course for now. For example, you may
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decide that your current product line would be useful anywhere on
the planet without any modification. On the other hand, you may find
that your as-is offering happens to be tied to a single language, cul-
ture, country, and ethnic group. Any decision to enter a market re-
quires a systematic analysis of what exactly your products are and
how universal or locale-dependent they are. Chapter 3 discusses this
issue in more detail.

3. Second bouncers. Some companies created international sites in re-
sponse to real or perceived market needs, often spending enormous
amounts of money and manpower creating manual and jury-rigged
processes to make their corporate message, brand, and product of-
ferings consistent worldwide. While they failed the first time around
to meet customer or market needs, they succeeded on the second try.
For example, firms like information system and software provider
EMC in the United States and electrical power equipment supplier
Weidmiiller in Germany have a different agenda than the other cate-
gories just discussed: They are actively selling in multiple markets
around the world, and they have experienced—and overcome—
some turbulence along the way.

Action: Failure the first time around is par for the course. If your
first international forays do not work out, analyze the misstep and fig-
ure out how to do it right.

The net: Where does your company fit? When it comes to using the Net to go
global or bolster existing channels, no two firms are alike. In fact, no two proj-
ects or even business units inside a company are likely to have the same ex-
periences on the Web. With that in mind, let us move on to the next question:
What should you expect to get out of globalization?

Seven Most Effective Arguments
for Globalization Budgets

What should companies expect to net on the Web? Look to the masters, a
small but growing cadre of multinational firms such as Cathay Pacific, Gen-
eral Electric, and Microsoft that have evolved their corporate Web sites into
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critical channels for communicating, collaborating, and transacting with
customers, partners, and employees. In the process, they have made the
Internet an integral element of the value that they deliver to customers.

This ambitious group seeks the means to create, manage, and deliver
their value to global audiences, regardless of the medium, or of whether
they are dealing with a consumer or a cog in a global supply chain. Their
goal is to become truly international businesses, looking to achieve big re-
turns on their ambitious efforts in revenue, branding, and customer ser-
vice. Unless you are a dot.com, do not assume that you will make all of your
money from just selling stuff on the Web; look to investment on the Eighth
Continent as a way to support your ventures in the other seven continents.
So when it is time to make the case for a bigger budget to enter interna-
tional markets, here are seven tried and true reasons that go beyond the
top-of-mind reasons such as revenue, the demands of the Dow or the
FTSE, or what their competitors say they are doing.

The seven ways of convincing management to globalize shown in Table
2.1 are discussed in more detail in the next sections.

Reason 7: Increase Revenue and Share from Global Markets
Revenue justification for international expansion can take many forms.
Here are just four that other companies have used to justify increased at-
tention to the needs of buyers on the Eighth Continent:

1. Bald-faced pitch for more business. Dot.coms such as Amazon have the
luxury of identifying markets whose citizens buy the most books or
CDs. French automaker Renault feels that by making more product
information readily available online in key markets, prospects will be
more likely to buy a Clio coupe or a Scénic minivan. Italian motor-
cycle manufacturer Ducati targeted its demographic sweet spot in
Germany, Japan, and the United States with specially packaged cycles
available only online.

2. Sales cycle compression. Some early movers have used the global Web
to compress sales cycles across channels. Operating online in 23 mar-
kets, EMC uses its sites in different countries to complement the
sales engagement model that it employs in its face-to-face marketing.
Online, prospects register for events, providing more detail that feeds
EMC’s profiling tools. This lets the company promote anonymous
users to registered users and then channel them to a human sales rep-
resentative. This personalized approach yields better conversion rates
and more loyal customers, ultimately increasing profitability.
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Reason

Number Reason

7 Increase revenue and share in global and ethnic markets. Growth
will come from selling to new markets and from reaching new com-
munities in existing ones.

6 Beat competitors. Market reconnaissance and time response are
critical as you face current rivals and meet new ones.

5 Heighten brand awareness. Your brand may be all that separates
your company from commoditization. Make sure that key world mar-
kets know your brand.

4 Shorten time-to-market. It may be the case that the customer-facing
Web is not where you will realize shareholder value. Besides a ba-
sic presence, look for internal and opportunities that could improve
your competitiveness.

3 Improve collaborative efforts and knowledge management. The effi-
cient flow of information and knowledge within and between compa-
nies will be a major differentiator between you and less data-savvy
competitors.

2 Lower the cost of doing business. Taking expense out of both critical

processes and customer service will improve the balance, sheet,
thus raising the return on Web and global investments.

Focus on your customer. Satisfying customers and making each in-
teraction more profitable mean happier shareholders.

Table 2.1 Seven Ways to Convince Management of the Need to Globalize

3. Hedging revenue bets. It’s all a matter of balance. Planners at success-

ful global companies feel that they have done better than their do-
mestic counterparts exactly because they are international. Besides
being able to sell into markets around the world, they can smooth the
peaks and valleys of individual markets with their multinational port-
folio—complemented by a strong story on the Web that has been lo-
calized to market needs, buying behaviors, and, of course, language.

For example, Cisco pays close attention to world markets, recog-
nizing that each region comprises a major chunk of its revenue. That
way, when the Japanese economy slumps, Cisco might increase its in-
vestments in healthier markets such as Europe or Latin America that
might be firing on all cylinders. In addition, goods that do not sell in
one market might be wildly popular in another. For example, BMW can
highlight its larger, more expensive 7 series models to U.S. prospects
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who are less concerned with miles-per-gallon than are their European
counterparts. BMW strongly invested in its U.S.-market Web sites,
determined to tailor its online story exactly to the demographic most
likely to buy or influence the purchase of their products.

4. Meeting a legal requivement. Canadian law permits the use of both En-
glish and French in any forum, while Quebec law gives a primacy to
French. Regulation aside, strong cultural and political preferences in
Quebec argue for making a Canadian-market Web site available in
both languages.

As the Canadian bilingual reality demonstrates to companies based in
the Dominion, you do not have to look abroad for these kinds of new mar-
ket opportunities; an assessment of your domestic ethnic markets should
accompany any globalization effort, especially in Germany, Great Britain,
and the United States. For example, ethnic Americans online represent a big
opportunity as consumers, employees, suppliers, and business partners.
The Census Bureau notes that although only 3 percent of Americans are
Asian, Web researchers estimate that 69 percent of them already use the
Web, compared to 44 percent for the general population (see Table 2.2).

% Online % Online % Online % of Total
January 1999 January 2000 January 2001 Population 2001

Caucasian American 34 43 60 75.1
African American 23 33 36 12.3
Hispanic American 36 47 49 125
Asian American 64 69 73 3.6
All households 35 43 57 103.5

Table 2.2 Ethnic Groups Online in the United States
Source: Forrester Research Consumer Technographics™ Benchmark 2001 and U.S. Census Bureau,
“Overview of Race and Hispanic Origin.” Available at www.census.gov/prod/2001pubs/
c2kbr01-1.pdf.

Note: The 2000 census added a new dimension to the U.S. economic and political landscape: Individuals were
able to claim ethnicity in more than one group. Because so many of the 35 million people of Hispanic heritage
are online, American companies in retailing, financial services, and auto manufacturing began to rethink their
English-only Web sites. Meanwhile, larger firms from Spain and Spanish-speaking countries in Latin Amer-
ica started thinking about how to tap this large market.
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U.S. Hispanics represent nearly 13 percent of the U.S. population, but 47
percent of them are online. Thus, the same revenue benefits that you ad-
vanced for global markets work for the domestic ethnic—or, more politi-
cally correct, “multicultural”—markets.

This group accounted for an estimated US$452 billion dollars in buying
power in 2001. Retailers such as Fingerhut and PC makers such as Gate-
way see a big upside in marketing to this population. Gateway adapted cross-
selling programs that had succeeded with Anglo consumers: Spanish-
speaking marketing representatives often call Gateway customers and
suggest peripherals such as printers or scanners that add extra value to
the computer—and revenue to Gateway. Similarly, Fingerhut supplemented
its printed Spanish catalogs with an Internet retail site dedicated to U.S.
Latinos and a partnership with Spanish-language broadcaster Univision that
featured Fingerhut catalog items. The opportunity and the need extend
beyond consumers. U.S. Census Bureau statistics point out the large growth
in minority-owned businesses, especially Asian.? Companies such as Micro-
soft have already targeted these small and medium enterprises (SMEs).

Similar opportunities exist in Europe. According to British government
statistics, about one person in 15 in Great Britain is from an ethnic minor-
ity, with younger inhabitants more likely to have been born in England
than their elders.* Some British companies hope to target these younger
cohorts that speak English but who are culturally Pakistani or Indian. In
Germany, telecom companies such as Deutsche Telekom would like to
exploit the market for Slavs and Turks who want to call relatives back
home in Moscow or Istanbul.

Finally, the ethnic opportunity can take another form—it can open the
door to expatriates. For example, the excellence of Indian higher educa-
tion has spawned a cadre of entrepreneurs and technology specialists
spread across the world. As increasing expatriate investment has demon-
strated, many of these émigrés still harbor a strong loyalty to their moth-
erland. In India’s growing Internet community, sites dedicated to retail,
investment, and content such as khoj.com and elndia.com can win and
retain these expatriates as customers by appealing to their continuing al-
legiance and the cultural elements that form its foundation.

Reason 6: Beat Competitors to These New Markets Your coun-
terpart over at your longtime competitor is plotting to take advantage of
these same opportunities. This familiar old foe has decided to unwrap
a great new program for Latin America. Meanwhile, rivals that you do
not even know about from other markets are figuring out how to beat
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you to the punch, both internationally and in your own domestic ethnic
markets.

Everyone remembers how Amazon.com sped past established book-
sellers to gain critical share in the early days of the Web. Even with the
burst bubble of dot.coms, companies such as Barnes & Noble and Bertels-
mann are still trying to catch up to Amazon’s share. Others, such as
Borders, have thrown in the online towel and named Amazon its Web dis-
tributor. The Web still offers this quick deployment of a sales channel.

At the very least, you should pay more attention to competitive recon-
naissance. Enlist sales reps and trade partners for signs of threats beyond
your immediate horizon. Figure out which markets will be most important
to your company—and your competitors—and plan accordingly for the
right level of support.

Reason 5: Heighten Brand Awareness Brand is what makes a can
of Coca-Cola worth USS$1.00 and a can of Sam’s Cola worth only USS0.25.
Much of the stock market value of companies such as Coca-Cola, Levi, and
Nestlé derives from their brands. With such enormous equity tied up in
brands, companies both large and small use the Web to increase aware-
ness of brands and the products associated with them into new markets
around the world.

Over the last few years the top ten Web sites have accounted for up-
wards of 60 percent of all traffic. This online traffic comes from the good-
will associated with a brand, a hard-won value resulting from the trust that
a strong brand engenders among its customers and partners. Projecting a
brand into new markets can increase the equity associated with it, at the
same time that this global thrust puts the brand itself in jeopardy.

Most businesses that call themselves global are mere pretenders, not
having done as well outside their home markets as they claim. Web chan-
nelinitiatives bring this to light pretty quickly. Building a brand often takes
decades—it is about trust and promises. On the Web, visitors still go to
names that they know and that evoke value.

Large companies spend hundreds of millions of dollars annually to man-
age and refine their brand. Experience has shown that spending more on
the Web does not lead to success. For example, eBay’s 1999 advertising
budget amounted to USS5.5 million, yielding a top-of-mind brand aware-
ness of 22 percent of those surveyed. Ameritrade, however, spent 18 times
more than eBay—a whopping US$103.7 million—for a 1-percent aware-
ness.® On the other hand, the Web can reinforce branding programs through
services that deliver information and manage customer relationships.
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With branding budgets in the hundreds of millions, companies want to
see their efforts extend beyond the small patch of their headquarters
country. They want to see brand attributes correctly and consistently rep-
resented in each of their target markets.

All too often, however, global companies rely too much on in-country
managers to handle branding issues in each market; these typically drop
the ball on corporate branding constancy in favor of their well-meaning but
underfunded and often underdeveloped hometown efforts. For example,
Royal Dutch Shell saw that local business units around the world were off-
brand, using its well-known seashell logo inconsistently and inappropri-
ately.® In-country workers simply created their own branding rules and
market-specific Shell content as they worked with local advertising agen-
cies. This lack of control resulted in significant new costs as Shell rein-
vented itself in each market, spending on duplicate staff, messaging, pro-
cess, and technology.

These Web sites sacrifice a well-defined, enforced global brand, hurting
brand integrity. By listening to your country units and incorporating their
concerns and needs in your plans, you should be able to steer clear of this
all-too common problem.

On the domestic front, the upside of using the Web to push your brand
is getting through to ethnic audiences that might not be exposed to your
target media (e.g., big city newspapers). Before it actively sought out the
Hispanic market, Gateway was a nonstarter in unaided brand awareness.
Today, thanks to its partnering with Univision on television and online, ad-
vertising in other Latino media, and offering customer support in Spanish,
Gateway is vying for top name recognition among PC makers in the U.S.
Hispanic market.

Reason 4: Shorten Time to Market You can use the global Web to
get into new markets quickly and establish a strong presence before your
competitors do. If your archrivals are already in key international markets,
you can use the global Web to initiate an offense more quickly than by any
other channel. By investing smartly in a localized presence, you can look,
feel, and act more local than even your in-country rivals.

Because of the Web, airlines like UAL Cargo and Cathay Pacific can roll
out and publicize competition-motivated revisions to their service offer-
ings much faster through their Internet sites than they can through up-
dating and publishing hardcopy collateral and price lists. For a large U.S.-
based medical device maker, the Web has become the primary means of
getting product information to its market, closing the gap between deliv-
ering a product and marketing it.
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Reason 3: Improve Collaborative Efforts and Knowledge Manage-
ment Much of the benefit of investing in globalization will come from
improvements in moving information around internally to the people who
need it and sharing this knowledge with your sales channels. This inward-
facing effort may fall under the banner of knowledge management or en-
terprise information portals (EIPs), both of which are still in their infancy
in most companies. An avid user of globally available information is Cisco,
whose systems enable employees around the world quickly to locate the
right resources in real time and escalate problems appropriately. The com-
pany estimates that its worldwide employee directory is used 12 times
a day by the average employee to make connections with other Cisco
staffers worldwide.

A U.S.-based medical device manufacturer uses its global Web to or-
ganize branded materials, digital assets, and other files though an online
repository for reuse by local sales representatives and marketing groups.
In Europe, it leverages the same technology to communicate with its
physician audiences. In Japan, where dealers are the device manufac-
turer’s primary buyer, the firm is developing an Extranet to give its dis-
tributors access to digital assets and product literature for reuse, as well as
customer-specific data such as inventory, past purchase history, and pay-
ment details. The company figures that these online capabilities will
deepen its relationships with doctor-buyers and dealers.

Reason 2: Lower the Cost of Doing Business Once you decide to
do business internationally—whether customers find you or you actively
seek them out—you will have to market to your new audience, sell to
them, and support them after the sale. Early movers have found that these
must-do components of commerce cost cheaper on the Web.

Take the cost of market entry. Seeing international market demand for
its clothing, catalog retailer Lands’ End opted to enter Japan and several
markets in Europe. It saved marketing dollars by launching Web sites be-
fore printing its branded paper catalog, a pricey publication that accounts
for about 40 percent of the company’s operating costs. Besides price, cat-
alogs sent to a rented list had low conversion rates. Small sums invested in
advertising got traffic flowing to Lands’ End sites in its international mar-
kets. As those international sites evolve their own followings, the company
plans to follow up with a printed catalog that will be sent to previous buy-
ers who are more likely to buy again.

As online penetration increases around the world, demand for customer
service in the language of the international or ethnic buyer will rise in lock
step. This localized information is a basic cost of doing business, but it can
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be quite expensive as companies staff call centers to meet the demand.
You can use the Web to deflect much of this voice traffic away from ex-
pensive call center reps to online resources such as frequently asked ques-
tions (FAQs). Ideally, prospects can review product offerings, safety advi-
sories, technical data, and competitive descriptions on their own, allowing
sales and customer service representatives to focus on higher value-
adding activities.

This online support can dramatically reduce costs and staffing levels in
call centers. For example, researchers have found that costs for compa-
nies offering local language and self-service capabilities drop substantially
when buyers serve themselves rather than speaking with a costly cus-
tomer service representative.

¢ Online customer self-service costs a business only USS$1.00 per cus-
tomer inquiry versus US$33.00 for each call handled by a customer
service representative.” Applied to even thousands of interactions,
these savings can be huge. At Eastman Chemical, lightening the load
of critical business functions lets the company offer higher service
levels to key customers while serving a wider customer base—all
without additional resources. Eastman’s cost of serving its interna-
tional customers 24 hours a day is lower because it needs fewer cus-
tomer service representatives to service calls during what would
be—without this international business—off-hours. Over time, it ex-
pects customer satisfaction to improve, a crucial driver given the typ-
ical five- to tenfold cost of acquiring a new customer over retaining
your best customers.?

¢ The benefit of speaking the customer’s language extends deeper into
the buying cycle. In one study, nearly half of the orders placed by
people living outside the United States went unfilled because of pro-
cess failures.” Language difficulties and differences in address for-
mats caused companies to send orders to the wrong address or to ship
the wrong items, thus driving up both shipping and telecom costs as
customers tried to get what they ordered.

Transferring support and sales inquiries to the Web is just the first step.
High-tech manufacturers such as Toshiba, Siemens, and EMC wants to re-
duce the cost of sale by having business customers and partners serve
themselves when they buy upgrades, add-ons, accessories, training, ser-
vices, or documentation. Further, by automating the buying process, the
company hopes to cut costs and speed up delivery by eliminating the man-
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ual administration processes and checks that accompany orders taken by
error-prone humans.

Behind the scenes, companies can save large amounts by improving
their supply chain and materials procurement systems. DaimlerChrysler
found that it had saved more than 17 percent of the total cost of parts pur-
chases since it began on-line bidding processes for car batteries, fasteners,
stampings, and water shields.’® The company cut the time it took to send
production program information to suppliers from 14 days to 1 day with-
out decreasing the amount of data. The company is now working with sup-
pliers and other DaimlerChrysler units—Mitsubishi and Freightliner—to
rationalize its data and document formats into well-defined structures us-
ing international formats, allow information to be translated, and thus
bring a wider range of suppliers into the auctions. Covisint, the online
trade exchange that DaimlerChrysler owns in partnership with other auto
companies, and initiatives such as RosettaNet for the computer industry
will benefit from efforts to standardize formats and interfaces to allow sup-
pliers and buyers from around the world to participate.

Reason 1: Remember That the Customer Is at the Center of Every-
thing All of the benefits of going global ultimately come down to satis-
fying the customer, whether it is a consumer buying a travel package or a
procurement clerk buying 10 tons of plastic. While many customers on the
Eighth Continent are fully capable of meeting your demands for them to
speak in English and spend dollars, that will not be the case forever. Suc-
cessful companies will extend their personalization schemes to be more
sensitive to the realities of other markets.

The net: Returns on globalization are not static or global. They will be differ-
ent from company to company, from project to project within a company, and
even from market to market for the same company. Returns will also vary over
time, as a company’s needs may change over time from simple market entry
to a GE-like desire to be number one or two in a given market.
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Case Study: Getting Closer to Your Customer

Italy’s Ducati.com is an online community for the fans of the stylish, high-
performance, expensive motorcycles made in Italy. In late 1999 Ducati
chose this gathering point not only to introduce its retro-futuristic MH900e
motorcycle, but also as the only place in the world where you could order
this highly desirable bike named after Mike Halewood, winner of the 1978
Isle of Mann Tourist Trophy.'* It did two smart things along the way:

¢ In a smart nod to its dealer network, the company chose to deliver all
the new motorcycles through its Ducati dealer network.

¢ The company sold its entire first-year production run of 500 motor-
cycles in 31 minutes, each priced at €15,000, regardless of where the
buyer lived, thus removing some traditional nation-by-nation pricing
differences.

Within three weeks Ducati sold its second year’s run of 1,500 bikes.
Nine months later, the company repeated this online success by selling out
its entire 300 run of the high-performance 996R motorcycle, again charg-
ing the same €26,000 price anywhere in the world. In race trim the 996 led
the 2001 Monza Super Bike race series, pushing the manufacturer’s plan
to “win on Sunday, sell on Monday.”

‘Who bought the MH900e? Motivated fans thronged to country-specific
sites for America, Germany, and Japan. Forty percent of the MH900e bikes
went to Japanese Ducatisti; 35 percent were snapped up by Americans;
and the rest were sold in smaller percentages to Ducati customers in Ger-
many, France, the United Kingdom, and other countries around the world.
With its Internet product launch strategy, global pricing equality, and sites
tuned to the interests and language of its aficionados, Ducati created a bor-
derless community of motorcyclists intensely loyal to its brand.

On the financial front, analysts were concerned that Ducati would have
to absorb some hefty losses by charging the same amount regardless of
the currency. However, the company felt that the pricing would help its
dealers in their marketing efforts and push Ducati gear, a high-margin
part of the business. Ducati’s accessory sales accounted for 5.7 percent of
its €379 million in 2000 revenue, up from 3 percent of its 1998 €240 million.

Finally, Ducati has embraced the Web as a way of doing primary prod-
uct research as well. Because it continually publishes new content at
ducati.com, it has been able to count on a steady stream of repeat visitors.
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Seeing this, the firm has started to ask registered buyers for their opinions
online. For example, when Ducati was considering an entry in Grand Prix
prototype racing—a category above super bikes such as the production-
based 996 racer—it asked its buyers whether the company should get in-
volved in this exotic end of the racing circuit. Five thousand owners re-
sponded, giving Ducati a great sense of how buyers would react to an even
higher offering. This data fed a 400-page report, a core element in Ducati’s
decision making process.

Looking to duplicate Ducati’s online success, other personal trans-
portation companies such as Volkswagen have weighed in with similar
strategies. In July 2001 Volkswagen launched its eGeneration Golf sub-
compact, which it billed as the first mass-produced Internet-ready auto.
Sold online, the car comes with computer, cell phone, and MP3 player. The
car retailed online for US$19,319, about USS1,800 more than the Web-less
Golf you could buy down the street. What Volkswagen intends to do is ap-
peal to the demographics of the Web, enhancing the profitability of each
car sale in the process.

Making the Case: A Summary

Effectively using the Web domestically and globally topped shareholders’
wish lists for 2001. A successful global strategy will adopt the metrics of
the Web, striving to meet the same business goals set for the Internet in
general:

¢ Increase revenue and share in global and domestic ethnic markets.

e Deat competitors.

¢ Heighten brand awareness.

e Shorten time-to-market.

¢ Improve collaborative efforts and knowledge management.

¢ Lower the cost of doing business—both operationally and in servic-
ing customers.

¢ Focus on the customer.

Of course, these goals are relative. Telling the Budget Committee that
you want to increase revenue from international markets is only a third of
the story. The other two thirds are metrics (your target improvement) and
cost, the basic ante for getting into a market and the continuing cost of com-
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peting in that market. Chapters 6 through 9 will lay out the logistical re-
quirements of entering international markets. Chapter 10 ties up these dis-
cussions with a more detailed discussion of return on investment (ROI).

Mira’s Log

Having just closed her PowerPoint presentation for the meeting of the board
of directors, Mira had a better sense of what would play well in the boardroom
when she went hat in hand asking for a bigger budget. Her intended cost-
benefit analysis for Acme international would closely mirrvor what the com-
pany has already realized on the e-business front: Better customer service, more
revenue, and stronger brand top the list. Her search for the golden nugget of
truth about returns on globalization showed her that there was no such
nugget, but rather a set of possible outcomes that would vary by company, by
business unit, by market, and even by project. Miva also found that the returns
she would present had to be organic, able to evolve with the rest of the com-
pany’s initiatives. She had a few jobs to do before she could put numbers on
the table—uwhich international markets should Acme enter first? What in-
vestment would it take? And what internal and external resources would she
have to call on? Her first step was to figure out which markets mattered most
to Acme.



Navigating the
Global Journey

Mira spent an afternoon surfing the Web to study the online offerings from
well-known brands in the United States—Ford, Coke, Sony, Toyota, Shell,
McDonald’s, and BMW. For the non-U.S. companies, she considered both
their home-country and international sites to gauge the effectiveness of each
in telling the company’s story, selling products, and reinforcing brand. She
also looked at a number of lesser known international companies such as
Bombardier, Embraer, and Vivendi. She found a wide variation in the qual-
ity of the sites, in the amount of information at each, and in the consistency
of branding.

At many of the sites she reviewed, she wondered whether anyone from the
home office had ever looked at how the company was being represented in
other markets. Acme’s own efforts around the world reflected the individual
country units that built them, but not always in a positive way. While she
could see that some countries devoted a great deal of their marketing re-
sources to how they presented themselves online, other countries could not
care less about the Web. Of course, standing above everything was the com-
pany’s U.S. site, chock-full of every interactive aid, thoughtful navigation,
and content so fresh that it was still steaming—all because of a corporate de-
cision to build a showcase branded site.

She knew that Acme could do better for its international prospects, cus-
tomers, partners, and employees, so she began to think about how to get every-
one up to a consistently better level. She knew that this effort would require
better leadership, sufficient funding, and a rationalized organizational
model. She suspected that this would mean getting executive-level buy-in, put-
ting someone in charge, and communicating regularly with affected groups
both domestically and internationally.
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Issues over Which Mira Would Lose Sleep

This chapter discusses the various organizational models for globalization
that someone in Mira’s position would face, starting with the best practice
of putting a powerful person with executive backing in charge. To gain the
support of local and regional subsidiaries, service level agreements (SLAs)
for content and interactivity should be created. An SLA is a service orga-
nization’s commitment to certain deliverables within specified time frames
for promised levels of service. These agreements remove ambiguity from
relationships, clearly laying out the scope of what each party expects of the
other. Other key issues discussed are the need to

® Anoint. Too many companies do not have anyone in charge—or they
have too many who think that they are in charge. You have to break
the ownership logjam by putting someone in charge, then backing him
or her with the mandate, resources, and advisors to make it happen.

® Organize. The most revisited discussion in e-business globalization is
whether you should centralize globalization efforts around your cor-
porate site or let your country units manage their own businesses on-
line. This is not a binary decision. Because the Web means so many
things—Internet, intranet, extranet—and touches so many pieces of
your offline business, no single model will suffice for any globaliza-
tion effort.

o Circumscribe. Because any one of your Web-based initiatives could be
so enormous, precise definition is critical. Get consensus on what you
are doing in each area, secure the resources to do it, and set expecta-
tions appropriate to your plans.

e [nspire. Make your country units feel confident that you have their
best interests in mind. Avoid the corporate drive-by approach by so-
liciting their input about their markets’ needs and the best way to
meet them. Work with them to specify the scope of your support and,
wherever possible, push decisions and work down the chain.

Job Number One: Designate a Leader

Too many companies expect operational staff to make their globalization
wishes come true. This rarely happens without putting a senior executive
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in place to direct and oversee the job. Consider, for example, the following
cautionary tale:

Too Many Leaders or the Wrong One Can Derail International
Plans Over the course of a few months in 2000, I met six people from the
same very large, U.S.-based, high-tech company. I learned from our con-
versations that each represented a group that was “singularly responsible”
for the globalization of the corporate site—that is, creating country-
specific paths from www.the-company.com with information appropriately
translated and adapted for those markets.

Some of these globalizers did not know that the others existed, while
those who did claimed that the others were merely responsible for a very
small, specific slice of the corporate site—but no one agreed on which
piece. In short, this multinational company lacked a coordinated corporate
plan to reach the Eighth Continent. It was spending a large amount of
money for these six groups to duplicate the same organizations, business
processes, and technologies.

Meanwhile, the company supported operating units in many countries
around the world. These business divisions were telling their stories to
their local audiences, filtering corporate information through locally col-
ored glasses. Their local Web sites promoted the corporate brand, pub-
lished information online that they had created themselves, translated
useful information that they found at the headquarters site, and duplicated
the various “helper” tools, such as personalization, that the corporate
group had created to make its site friendlier.

All told, this was an expensive problem with an easily recognized cause:
No one was really in charge. Its half-dozen international advocates lacked
high-level sponsorship and consequently the authority to do what needed
to be done. In the absence of corporate leadership, each country felt com-
pelled to manage its own destiny online. The company’s managing direc-
tors in different geographies fell into one of two groups:

1. Countries did it just because they had to. Each country set about creat-
ing its own Web site to meet its local needs. In their rush, they paid
little attention to corporate branding guidelines, service-level stan-
dards such as 24-7 availability, sharing marketing and design exper-
tise among country units, or reusing complex software technology
such as content management and personalization.

2. Countries did it because they wanted control. Individual countries
needed to flex their self-governance muscles in their continuing
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struggle for what some call internal constituent control. This approach
led them to establish sites without corporate authorization or check-
ing, figuring that they could always ask for forgiveness after the fact.

This polycratic chaos prevented the companies from developing a cor-
porate strategy, from making any coherent assessment of its global plans,
and from properly allocating resources by market opportunity.! The cor-
poration lost critical time in solidifying its brand worldwide and spent
dearly to duplicate efforts in each of its geographies.

Globalization Needs a Champion While this company represents
an extreme case of global dysfunction, it is by no means an exception
among the firms that I have interviewed and consulted with over the last
10 years. Your organization can bypass this balkanization by putting a sen-
ior executive in charge and giving him or her the authority to make this
happen. Some companies call this position the chief globalization officer
(CGO). Others have a vice president for new or international market de-
velopment, a vice president of international commerce, a global business
czar, or a globalization strategist.

Let’s call him the CGO to save space. This person will be responsible for
transforming your global Web presence from today’s separate channel for
each country and business function into an integrated component of your
company’s growth strategy. Does it sound ambitious, if not impossible? It
probably is, but achieving this cross-channel, cross-market symbiosis is far
more likely if someone explicitly owns the issue and is accountable for it—
than if no one does. To make sure this happens, the CGO might be part of
the group that manages your company’s Internet operations. For example,
Citicorp’s Internet Operating Group oversees its North American Web strat-
egy, provides technical support, and manages its back-end operations.?

What should be in the CGO’s job description?

e Global Internet strategist. The Internet Protocol (IP) electricity is
breaking down the artificial boundaries that the technology industry
set up with labels such as “Web” for consumer interactions, “intranet”
for employees, and “extranet” for procurement, supply chains, and
marketplaces. Information flows in and out of your company, crossing
these boundaries as easily as they fly across international borders
without stopping at the checkpoints. Consulting and collaborating
with other executives at the corporate and country level, the CGO de-
fines the company’s globalization strategy—not only at the consumer
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level but also internally at the level of employee and business partner
interactions.

Producer. The CGO works with resource owners at various levels. In
this role the CGO must keep things happening, constantly talking to
the “investors” at the board, executive, and country level to reinforce
the importance of international markets to shareholder value, contin-
ued growth, and even the survival of the firm.

Expectation setter. The CGO draws on resources from corporate mar-
keting, engineering, and other operational groups, especially for
corporate-branded sites. He also works with managing directors and
Web teams in each of the countries. Working with these corporate and
national groups, he develops the general globalization architecture
for the company, along with marketing goals and plans. To ensure
consistent levels of Internet function and to build a foundation for
trust with the national units, he defines SLAs for successive tiers of
online activity.

The SLA commits the CGO’s team to delivering certain capabilities
or content within specified time frames for tiered levels of service. For
example, you might define tiers such as “basic market entry” for
smaller markets such as the Czech Republic or Singapore, “full-scale
assaults” for more lucrative markets such as Germany, and “procure-
ment system support” wherever the supply chain goes. Later in this
chapter I take up the question of SLAs in more detail.

As you review your corporate roster to figure out the best candidate for
this position, remember that aligning international expansion with corpo-
rate goals is a key factor for globalization success. The CGO should be a
senior executive with the authority to direct the globalization initiatives.
That means that the CGO must understand the business implicitly so that
he can align the international efforts with core business objectives. To suc-
ceed, he or she needs a strong awareness of—and preferably experience
with—international management issues, the power and limitations of
technology in addressing these issues, and the ability to come to grips
quickly with a wide range of operational issues. The CGO should also be
familiar with and respectful of the company’s culture, knowledgeable of
processes to “get things done,” open-minded to opposing views, and diplo-
matic, and he or she must be an able negotiator, a great delegator, and a
strong evangelist.

Keep reminding yourself and your candidates that the Internet is not
merely the Web; there is a whole range of IP-powered systems serving



52 Business Without Borders

customers, employees, partners, shareholders, and a dozen other exter-
nal constituencies. Whoever you appoint should understand that the In-
ternet forms the communication and application bedrock for the whole
company.

Where did some other globalizing companies find these amalgams of St.
Patrick, Paul Bunyan, and Noah Webster? In the case of larger companies
with a physical presence in many different countries, they came from the
corporate ranks. At others, they were brought in from other companies be-
cause they met these core criteria.

Successful CGOs Will Have a Patron Given the scope of this job,
the CGO will experience many trials, not the least of which will be contin-
uing challenges to his authority. One way to disarm such parries will be to
consult proactively with all of the corporate and international powers. An-
other tactic is to equip the CGO with an executive-team board mandate,
thus establishing the CEO or the office of the president as the patron for
globalization and the CGO as the means for that to succeed. This mandate
will help the CGO as he encounters common problems. For example, this
executive will have to work with business units and geographies that are
quite accustomed to autonomy in their online decisions.

Organizing Your Company for Global Success

Organizing for the global Web is not a simple matter of putting in place a
cookie-cutter business model. The companies that have gone global have
found that organizational flexibility is a big factor for international success;
no two markets or, for that matter, no two applications on the Internet are
the same. Having someone like the CGO work closely with corporate,
business units, and your managers in different geographies will provide
this worldwide oversight and perspective.

With this in mind, your CGO will quickly find out that the first item on
his agenda is the question of centralized or decentralized control. Do not
get sucked into this turfbattle. In the typical company, the entrenched cor-
porate bureaucracy rolls out arguments for why you should centralize all
Internet activity at the corporate site, while country managers advocate
the power of local, decentralized control. Both groups will point to the
same chart and argue that it supports their point of view (see Figure 3.1
and Table 3.1).
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Figure 3.1 Models for Global Organization
Source: Jupiter Media Metrix, January 2000.

Note: This figure represents the classic decision matrix for a centralized versus decentralized organi-
zational approach to the Web. The centrally managed but locally executed model, called the hybrid,
usually wins out because of its focus on centralizing what should be centralized and distributing the
work to the countries. However, given how most companies use the Web, this is only a starting point,
rather than the destination.

e Centralize everything. This contingent sees great benefit in consoli-
dating staff, technology, spending, and every other aspect of the on-
line business in one place, thus realizing enormous savings in time
and money. To them, local anything means inefficiency, duplicated ef-
fort, and bigger budgets.

® Decentralize. This group points out that the only way to get close to
your customers and suppliers is by devolving all control to the local
businesses. In their opinion, all corporate does is get in the way of do-
ing business at the local level.

® Hybrid. These appeasers in the middle of the diagram contend that
both groups are right. They will push for consolidating investment in
technology and basic Web services like security at corporate. Coun-
tries or regional business units can employ that technology if it meets
their needs.

This flexibility is key. However you organize your Internet teams, con-
tent, and technology resources, they must be able to respond to the full
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Who sets the strategy? Arguments against

Corporate headquarters They are usually too autocratic and unrespon-
sive to local market needs and time frames.

Individual country units or This laissez-faire approach leads to loss of

regions (often called brand identity and eliminates any economies

“geographies”) of scale.

Business units or product They are tactical and product-centric. They

groups (they often span frequently exhibit the “lead-country” problem,

geographies) in which the dominant country in the business

unit begins building an empire, thus putting it in
natural conflict with corporate or local efforts.

Information technology They are too focused on technology and care
(IT) group very little about the actual content
Outsourcers and system They are divorced from the corporate decision
integrators makers and mainstream businesses.

Table 3.1 Shortcomings with Typical Organizational Structures

Note: There are many ways to organize internationally, and this table lists the arguments against
the typical approaches. The right way to organize is the one that makes sense for each case. You may
have a default preference, but successful efforts require collaboration from each stakeholder listed
in the table. The hybrid approach comes closest to the ideal. By centralizing the development, staff-
ing, and management of things that every country needs, you can realize big economies of scale in
purchasing software and in developing applications. In reality, none of these approaches meets
everyone’s requirements. The internet is a hydra-headed beast serving many masters in different
geographies and business units, so the right model is the one that makes the most sense for the
application.

range of needs—without relegating your business to a one-size-fits-all
model (see Figure 3.2). One way that companies have managed this di-
versity is by looking beyond simple control and execution, laying out in-
stead a plan that emphasizes strategy, tactics, and operations able to
morph to meet market needs (see Table 3.2). Strategy needs to funnel
down into tactics; many less experienced managers coming from the
dot.com world tend to focus more on technology-driven plans, thus re-
quiring them to retrofit strategy to technical tactics.

In all cases, the globalization business advocate at corporate works with
teams around the world to establish corporate platforms, processes, and
guidance. Other executives may drive this definition directly, as happened
at Mexico-based Cemex, where the chief information officer (CIO) led a
team to outline its version of this three-pronged strategy.
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Figure 3.2 One Size Does Not Fit All on the Global Internet
Source: Elisabeth Abeson, IBM presentation at IQPC; various infrastructure vendor
presentations.

o Strategic platforms. The globalization leader lays out the corporate
business strategy, architecture, and support technology for its inter-
national efforts. This allows units worldwide to leverage the com-
pany’s performance in financial, commercial, and operational tasks
such as supply chain, inventory, and marketing analysis. This ap-
proach leads to more reproducible results, lower costs, balance of
control, and measurability. Besides defining the platforms, a corpo-
rate group provides technology procurement, integration, and train-
ing services for any Web application in the company.

Tactical. Next, the CGO and his global team define a set of standard-
ized processes, interrelated best business practices, and tools—
broadly defined as software tools, systems, and work flows—that will
be used by a group of people with the right skills at the corporate, re-
gional, and local levels. A corporate “process librarian” or team cap-
tures the relevant processes. This activity will dovetail nicely with cor-
porate programs pushing knowledge management and collaboration.
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Corporate Transnational APAC-EMEA-LA- Local
Headquarters Business/Brand NA Regional Markets

Guidance for how the Follows corporate guidance and recommendations
company presents

itself, works with third

parties, and delivers

services around the

world
Responsible for Uses processes and systems to develop content
defining corporate- and applications

wide processes and
best practices

Responsible for Consulted in development of strategy
setting corporate

direction, defining

investment strategies

Table 3.2 Let the Organization Structures Meet the Business Need

Note: The hybrid model will evolve into a more flexible response to individual application and market
needs. Global market leaders have developed a strategy based on a foundation of strategic, tactical,
and operational elements that allow them to offer the right support for each market. Where the work
is done or where a site is hosted matters less than does the ability to leverage marketing, project de-
velopment, and decisions that have already been made after consultation across all corporate entities.

e Operational. Finally, they create a rule book—style guides, direc-
tives, and operational procedure manuals—that facilitates, clarifies,
and allows employees to perform specific tasks using standardized IT,
processes, job-related tools, and best practices. This step has been
used for years in the automotive and aerospace industries, where
enormous amounts of information flow from engineering and original
equipment manufacturers (OEM) suppliers to buyers, technicians,
service personnel, pilots, and drivers. Chapter 7 discusses these
guides in more detail.

The CGO Solicits Input from Corporate, Regional, and Local
Colleagues One of the CGO’s most important jobs is keeping the lines
of communication open between and among corporate, business units,
product groups, regions, and individual countries. As part of this task, the
CGO relies heavily on the insight of other executives and on input from the
geographies. These advisors include those shown in Table 3.3.

For the sake of this discussion, assume that your title is on this chart, so
you are a natural advisor to the chief globalization officer with a stake in
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Advisors to Globalization Officer Responsibilities

VP/director of marketing: Corporate strategy for international markets
International Thresholds for entering new markets
Regional Individual market needs
Individual country units Resources available for each market

Managing directors
Chief operations officer (COO) Budgets
Chief information officer (CIO) Branding
or corporate director of IT General marketing

Chief financial officer (CFO) Conflict resolution
VP/director of operational Standards for content, technology, staffing
functions Regional integration
VP/director of product Plan integration with other channels
management Benchmark online efforts vs. competitors
Director of research or market Globalization risk consultancy
intelligence Focus groups, usability studies
Work flows, processes, matrixed operations
Legal counsel Legal issues in other markets

Table 3.3 Strategy Advisor Titles and Functions

how well he or she does the job. You must help the globalization czar keep
international projects aligned with the corporate strategy. The effective
CGO will consult with these advisors regularly to refine the strategy, deal
with conflicts, and manage the dynamic integration of the online business.
They will help him prioritize the need for online services by market, both
inside and outside the company.

Besides this high-level advice, the CGO also needs tactical guidance to
navigate the innumerable fine points, nits, and problems associated with
multiple markets. Nineteenth-century strategist Carl von Clausewitz called
this friction, the countless small things on a battlefield that a commander
cannot control but which may come together and have a cumulative, dev-
astating effect. For this kind of advice, the CGO turns to the leaders of
globe-girding business units and individual country units (see Figure 3.3).

To help this corporate strategist understand what needs to be done,
companies have taken different steps to help him or her do the job de-
pending on how much of an investment they have in a market. Companies
that have already moved toward this more flexible model worked within
the confines of existing organizational structures, such as the following:

o Ifyou have a physical presence in a country. For example, State Street
Global Advisors designates an individual in each country to be the
person accountable for everything dealing with the Internet. This per-
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Figure 3.3 Other Key Advisors Sit in the Business Units and Value Chain

Note: Supplement executive advice with directorial and managerial input from business units, prod-
uct lines, and operational groups. These sources provide critical information on how companies ac-

tua
be

Ily work—what it takes to build a product, market it, and get it to market. Ideally, the CGO would
able to solicit input from every market; at the outset of his work, however, it may be only major

regions.

son is recognized as the go-to person for all Web activity, both locally
and in representing that country’s needs to State Street’s CGO and his
strategic advisors.

Another approach could follow Cisco’s model: Several years ago
Cisco launched a “Globalization Affirmative Action” program in which
the company seeded employees with the word “globalization” in their
titles around the company. Through management-by-objective (MBO)
compensation packages and training programs, these global provoca-
teurs got everyone in the company thinking about international mar-
kets as a core part of their project plans, thus feeding the company’s
strategy from the bottom up. These individuals kept pushing “inter-
national markets” as an agenda item until it became part of product
planning, at which point Cisco felt that there was no longer a need for
the positions.

o If you are just entering a market. You need some in-country knowl-
edge, whether it is your staff—the ideal situation—or a representa-
tive such as a distributor or a local marketing agency. U.S.-based
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Hoover’s entered the European market by hiring a small group in the
United Kingdom as the core of its regional headquarters. Because the
company wanted to guarantee the integrity of its product offerings in
Europe, this core team imported some company DNA from the
United States. Hoover’s has found that its director must regularly get
in front of the headquarters’ staff in Texas to keep the international
agenda fresh in their minds.

o If you work through partners. Third parties such as distributors typi-
cally allow the least amount of control and provide the most variable
input to the CGO and his or her advisors. To get around these reali-
ties, Autobytel arranged for regular communication with its interna-
tional joint venture partners. Conference calls take place frequently,
with a set topic introduced by a subject-area expert who explains the
topic and what Autobytel is doing in that area and answers questions.
The company has also instituted a CEO Summit, the results of which
are posted on an external Internet site dedicated to partners.

This Local Information Might Be Unreliable The CGO will often
find international input to be a noisy channel. Some high-tech companies
in the United States have complained that their in-country distributors or
expatriate staff rarely reach beyond the jet-set crowd who know English,
so they report little or no need to localize for a given market—“English is
enough.” The CGO should be on the lookout for cases in which the con-
ventional wisdom might be suspect as the Internet reaches deeper into
markets and thus beyond the zone of English competence. In these cases,
the CGO should go to the source and poll target audiences directly via fo-
cus groups and usability studies.

“Every buyer can read English.” Some of State Street Bank Global Ad-
visors’ international offices believed English to be the universal language
of the investment business. However, within months of stating that English-
language information was sufficient for Japan, its Japanese office changed
its tune when focus groups found that investors—when given a choice—
preferred to transact in their own language. Similarly, senior managers
in State Street’s German unit saw no need for a Web-based application at
all because they were not using the Web that much. But younger staff
members—the future asset managers—rely on the Web to their job. And
even if they are bilingual, they prefer to do their jobs in German, too,
because they understand the nuance of the language better than they do
English.
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Build Trust through Service Level Agreements A big part of the
CGO’sjobis to stay close to what is happening in the field and to build trust
with transnational business units, brands, regions, and local markets. Be-
sides this regular consultation that proves that the CGO is listening to his
colleagues, he must prove a commitment to the service levels that will sat-
isfy their markets.

The SLAs support tiers of online activity with increasing amounts of
content and function. These pacts unambiguously lay out the services that
the corporate group will supply. An example of an SLA in your business to-
day is IT’s commitment to round-the-clock support for e-mail. The next
section lays out some of the tangible pieces of a service level agreement,
namely, how much functionality and content should be supported for a
given site.

The net: Many international online business projects fail because they are too
authoritarian, too tactical, or too decentralized. Many companies assume that
globalization is a new set of tasks that must be added to everybody’s existing
task list—things such as translation, Japanese character support, offering a
front-loading rather than a top-loading washer, or putting a North American
plug on a DelLonghi espresso maker. However, the right way to think about
globalization is that it expands the scope of each of these activities, from prod-
uct development to marketing to distribution. Success requires executive-
level buy-in, someone in charge, and regular communication with all affected
groups both domestically and internationally.

Define Project Goals for Each Country and Application

Know why you are entering new territories or enhancing the online sup-
port in the markets that you already support. As discussed in Chapter 2,
successful globalists have aligned their efforts with their company’s busi-
ness goals (e.g., cost cutting, more revenue, knowledge management).
You will find a more receptive audience if your international initiative is
tied to mainstream business targets and has metrics against which its suc-
cess and return on investment (ROI) will be measured. By doing so, you
will avoid another area where many companies fail; without a strong busi-
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ness case for entering a particular market and metrics to which to aspire,
international sites become nice-to-have projects that are canceled when
economic times get tough.

As you lay out your strategy, remember that the Internet encompasses
arange of internal and external networks, each focused on delivering ser-
vices to a particular audience, whether employees, customers, business
partners, shareholders, or other business constituencies. Each of these
networks supports a variety of critical business applications. However, few
companies can support everything for everybody in every market.

You must make the cut and decide which markets to support. This can
lead to a very political, testy environment, all the more reason to ensure
that you have solicited all views. Furthermore, your company’s goals will
likely be different for different markets, but in all cases you should rein-
force the notions that

o Second-tier does not mean unimportant. While Mexico and Poland will
not show up as first-tier targets on many companies’ list for online re-
tail this year or next, they could be crucial links in your supply chain.
Thus, you might decide to translate critical logistics information into
Polish and Spanish for your supply chain while your marketing group
spends its money targeting consumers in Germany and Japan.

It will be easier to mollify your representatives in second-tier mar-

kets if you employ a methodology for choosing which markets and if
they know that their input was considered in the process. This will test
the CGO’s multicultural management skills. Even for lower-tier mar-
kets, treat every market or geography’s representative with the re-
spect that you pay to top-priority market reps. Consciously seek out
their opinion and collaborate with them on strategy and practical im-
plementation.
Every application needs to reinforce the company’s branding agenda.
Planners typically relegate marketing and branding sites to the
customer-facing front of the Internet, a digital channel to the market.
While the focus of such sites is brand for the consumers, other appli-
cations on intranets and extranets must present a consistent image as
well—especially as the distinctions between the Web, intranets, and
extranets disappear. If you do not brand consistently, deeply, and ubiq-
uitously, sooner or later the narrowing gaps between external and in-
ternal Internet applications will expose a customer-visible chink in
your brand that shows up where you do not want one.
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Figure 3.4 Help Visitors in Target Markets Accomplish Key Tasks

Note: Consider three different scenarios for prospects and customers: learning about a product, buy-
ing it, and receiving after-sales support. While these situations share several steps, the end game dif-
fers substantially. By putting yourself in the place of a visitor to a site, you should be able to fill in the
steps along the way to a successful interaction.

Once you decide on which audience and which applications make sense
for the markets that you need to support, do not skimp on the quality of im-
plementation. Early movers have found that success comes from provid-
ing online visitors with the same high quality of experience that you offer
domestic users, regardless of where those users live, what language they
speak, and which business practices they subscribe to, or their Web con-
nection speeds and cultures (see Figure 3.4). Without such a commitment,
your “foreign” customers and corporate buyers will feel shortchanged if
they compare the experience that you provide to them to what you offer
visitors at your home-country site.

How can you achieve this consistent level of quality? The best place to
start is to put yourself on the other side of any service that you offer to in-
ternational visitors so that you can experience first-hand what they see. As
companies develop their second- and third-generation corporate sites,
they now have a wealth of data and feedback from users via primary re-
search such as focus groups and interviews on what does and does not
work online. While this information comes from your domestic experi-
ence, much of it will apply directly to designing great international sites.

For example, many firms are trying to get over the major stumbling
blocks of online design that they have found in their home markets. These
problems typically include hard-to-find product information, inadequate
search capabilities, over-the-top marketing language, obstacles to com-
pleting a transaction such as payment options, accessibility concerns for
handicapped individuals, and confusing or misleading information.? For
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example, if information is the goal or if you want to get someone to make
a decision that is favorable to your product, what data and applications
would be required? As always, it is a matter of common sense: What must
people do to get information from your company or to buy from you? Put
yourselfin their shoes and design accordingly. Some companies do this in-
ternally by polling associates, while others conduct primary research
campaigns in their target markets.

The net: Know what you want to accomplish and how that goal fits into the
overall scheme of things. This will ensure a greater return and more resilience
against cancellation of your international initiatives. To make sure that your in-
ternational customers remain loyal, set a goal for your top-tier markets that
you will offer them a quality of experience that is commensurate with what
you show domestic customers. Of course, each of your markets will want that
high-quality experience, but one of the CGO’s tough jobs is determining which
markets will and which will not, as well as how to fund it.

Set Limits on Quantity of Experience:
Living within a Budget

Once you decide on your target audience and objectives and on the out-
comes you expect, determine what it will take to meet expectations. Of
course, every goal has limits set by money, time, resources, market pres-
sures, and a host of other variables. For instance, considering the thou-
sands of pages and enormous amounts of software development support
at successful Web businesses such as IBM and Renault, it is hard to envi-
sion meeting that goal of uniform quality in every market or in every busi-
ness unit as well. At this point, you have to be realistic, understanding that
you will never have enough resources to do a great job in every market.
Your challenge is to figure out how much of what you do so well domesti-
cally is required to convince foreign customers that you are serious about
meeting their needs on their terms. This test applies whether you are talk-
ing about customers, employees, or business partners.

Instead of offering everything on your domestic site to everyone in the
world, determine what it would take to make a credible presence in their
own countries. Then balance this against the investment needed to pro-
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vide that capability and against the return that you expect on that expen-
diture. In an ideal world, you would translate and adapt everything from
your domestic market. In the real world, you have to calculate the ROI for
each and every new market.

Witness consumer-facing efforts such as GM BuyPower or Renault,
both business-to-consumer projects tasked with gathering leads, provid-
ing enough information to consumers to help them make a major pur-
chase decision, and reinforcing their respective brands in the process.
The balance of this chapter focuses on external consumer audience, but
the same issues apply to greater or lesser degrees to business and em-
ployee audiences. What do you want from consumers living on the Eighth
Continent? Online marketing and sales embrace a wide range of online ac-
tivity (see Table 3.4). Most companies start at the informational end of the
spectrum, investing in more ambitious integrated marketing and transac-
tional support as they evolve their Internet presence in a market.

The net: Know what you want to accomplish and what it will take to accom-
plish it. First, study what makes your domestic effort so successful by as-
sessing which information is required for each market. Next, transform this
information, making it appropriate to the market that you are in, relying on pri-
mary in-market research to know what is expected. Finally, adopt a philoso-
phy of continual change, improving your offerings in a gradual and orderly
manner but fast enough to match the velocity of change in your home market.

Study and Assess: What Content Should Be at Which Site? Get
used to a term bandied about in Internet circles—content. What you find at
Internet sites is also content, but the interactivity of the Web makes it trickier.
Online businesses deliver content tailored to a visitor’s activity or to personal
details that they provided at registration. Examples of such dynamically
generated content include the familiar recommendations at booksellers
and music sites, measurements that you provide to a clothing retailer, or
seat selection and meal preferences that you give to a travel company.

So, content online is a more slippery concept that includes much more
than text. When Web masters and other specialists talk about content, they
not only embrace text but also consider a site’s appearance (known as look
and feel), navigation, and usability. They also rope in applications such as
the collaborative filtering that personalizes content based on visitor pref-




nZo0O——-0Z2Cm

nOZ—-—ImMmmMmNO

momro=>Xm

Navigating the Global Journey

Information

Marketing,
Prospecting, and
Supporting

Integrated Sales &
Marketing

65

Transparent Channels

Publish company
and product

information online.

The basic goal is
to represent the
company and its
offerings online.

¢ Corporate data
like mission,
executive
management,
and financials

¢ Address,
telephone, and
other contact
details

¢ Product line
details

* Answers to
frequently asked

questions (FAQs)

First step for
nearly every
e-business on
the planet

Market the company’s
wares, creating
demand that will be
satisfied through other
channels (typically
through physical
stores or face-to-face
meetings with sales
representatives). The
online goal is to create
prospects for these
other channels and, in
more advanced
instances, actually sell
the product.

PLUS

* Basic interactivity
like e-mail, chat,
and webcasts

¢ “Contact us” e-mail

¢ Registration for
more detailed
information or
for a sales contact

* Newsletter and
product updates

¢ Basic customer
support

Current state of
affairs online for
most large
companies

More advanced
commercial sites

sell bulky or expensive
goods such as Ducati,
GM, and GE Power

Draw in prospects
online, create
demand, and

satisfy it via the Web.

PLUS

¢ Content tailored
to customer action
or profile

¢ Features like
mortgage calculators
or Lands’ End virtual
model for clothing fit

¢ Customer self-
service.

Online and catalog
retailers like
Bertelsmann, Dell,
Great Universal
Stores, Lands’ End,
and Travelocity

Provide customer with a
consistent view of your
business regardless of
how they choose to
interact.

PLUS
Cross-channel
information sharing,
both about products
and customers

Online Olympus—what
every firm aspires to

Table 3.4 Consumer-Facing Business Channels

Note: Outward-facing Web sites provide information to prospects, whether they are consumers at
home or business buyers at other companies. Most e-business activity starts at the informational end
of the spectrum and adds more interactivity and commercial support over time. Early movers have
found that it is expensive and difficult to roll out feature-rich Web sites simultaneously in more than
afew markets, so some segment their international market plans into two or more tiers. Top-tier mar-
kets usually receive the same level of support as does the headquarters’ country, while second-tier

markets might be a generation behind in capability.
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erences, the databases that feed product comparisons, and even data
about the data that set the rules of engagement (often called metadata).

The CGO, in consultation with his or her advisors and country-unit man-
aging directors, must figure out how much of this content—broadly de-
fined as text, images, and applications—is required to create a credible
story for a company in a given market. For a company like eBay or Yahoo!,
online persona is the extent of its business and its brand: Everything is im-
portant. For less transactional companies, though, market needs will be fo-
cused more on basic information. In general, more developed markets will
demand more content than will smaller or less lucrative markets. How can
you deliver that high-quality experience to lesser markets with much less
content than your domestic site?

® Basic market entry. Companies like EMC and Eastman Chemical have
found that by determining which content is absolutely essential for
their customers, they can systematically translate and adapt core in-
formation for each market they choose to enter without breaking the
bank (see Figure 3.5). More established markets get more attention,
content, and investment.

o Other Internet applications. Internal systems and supply chains will
need other content to be effective. This notion of a core set of content
applies just as much to those other uses of the Internet. For example,
employees worldwide will need access to your corporate human re-

Global product
information

[
Corporate values
* Mission

* Standards

« Diversity
principles

FAQs
« Corporate
 Product

* Events

Press releases
with global import

Corporate
Information

e Location

o Size

* Management

m - O O

Other content types that could be translated for a demanding market:

. Supporting content: More detail about products and the company, such as product reviews, and company and executive profiles.

. Additive applications: Calculators, wizards, personalization, and CRM that enhance the experience, all typically requiring adaptation
for other markets.

Locally produced content types:

. Information about the company as it operates in the country, including local staff, contact information, and press releases

. Locally published product reviews and stories about the company

Note: Most companies do not answer foreign mail to their "Contact Us" link. Do not follow this worst practice.

Figure 3.5 Content Basics for Entering a Gonsumer Market

Note: Successful globalizers have found that they can create a credible presence in other markets by
providing a core set of information about their companies. This figure lists the basic information
types, which might add up to 100 pages that must be translated and adapted for each market where
the company sells its wares. Differentiating applications that enhance the brand, such as the Lands’
End virtual model for sizing clothes, will migrate into the core over time.
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source policies and various operational procedures such as expense
reporting and procurement. Similarly, your manufacturing organiza-
tion will likely need essential bits of process and catalog content
adapted and translated for its international suppliers and subcontrac-
tors. Whether consumer-facing or intended for employees and part-
ners, the same principles still apply about creating a well-defined set
of basic content that meet user needs in each relevant application.

This inventory of your basic domestic content establishes the assets
that are critical to your brand and that paint a positive face for your com-
pany. Consider how this core content catalog must be adapted for each
market you enter:

e Use it as is. Details like the corporate logo and many product im-
ages—those without text and giveaway faces—typically do not have
to change by market, but make sure to test them in focus groups to en-
sure that they are localized into acceptable terms in each market.
Some corporate logos may well have to change; for example, Xerox
had to change the digital red X in Russia because one of the most ob-
scene words in Russian begins with this letter and is often abbreviated
to just this letter in graffiti on bathroom walls.

Translate directly. You can usually have product descriptions trans-

lated into complete, semantically equivalent translations in French or

Japanese. Remember, though, that because they describe a product

that you are trying to sell, it could be part of a legally binding contract

representing features or functions. Do not translate product catalogs
indiscriminately—some products may not be available in all markets.

The product names themselves often pose a real problem, as they
rarely translate well from language to language. Consider the fine
products of the Paxan Corporation in Iran, which I first encountered
on offer in central Europe (see Figure 3.6) .* For the non-Farsi speaker,

“barf” means “snow.”

o Adapt to local market needs. Prices should be in local currency, and
phone numbers should reflect national conventions. You will have to
change special offers such as discounts; or, as Lands’ End discovered
in Germany, you might even have to alter something core to your
value proposition. Until the law was changed in 2001, German regula-
tors determined that Lands’ End’s familiar lifetime, no-questions-
asked guarantee broke local laws regarding unfair competition. Chap-
ters 4 and 5 address such issues in more detail.
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Figure 3.6 Would You Buy This Laundry Detergent?

® Avoid certain content. Things like national flags will not play well in
some markets. For retailers like Dell, the offer to customize a product
makes no sense if all they sell is off-the-shelf computers in a given
country. Images of women sans chador—the head-to-toe covering for
women in some Islamic countries—will not fly well in some Islamic
states. Test the advertising campaigns and photographic images in-
tended for use on the site on local audiences—not just on your em-
ployees in those countries who may be inured to such images.

Because companies that establish a core content model know exactly
what they will translate in order to enter a new market, the cost of entry
plus maintaining a site in that market becomes a simple mathematical for-
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mula. In EMC’s case, core content equates to so many words translated at
so many cents a word by its translation outsourcer, thus giving the com-
pany a solid number to use in budget projections. Whenever the core con-
tent changes, EMC’s internal systems ripple the modification out to its
translation bureau, where whatever has been changed is retranslated. I
discuss the content model and its interaction with the process of transla-
tion in Chapter 7.

Globalization Is a Fact of Life in Many Market Segments State
Street found that its non-U.S. customers wanted U.S. news and views as
well as their own. In planning conversations with international offices, its
Boston-based planners found a local tendency to overstate the national fla-
vor so much that they pulled out all the American information. But they
found that Australian clients, for example, wanted both global and local
views, telling their Boston colleagues that “You manage the Australian
market, and I want to know what you tell the rest of world about us.” In-
vestors and buyers of networking gear care very much about what is hap-
pening in the U.S. market.

The net: A core content catalog will help you understand the costs of entering
anew market, getting you away from finger-in-the-wind budget estimates. As
your ambitions in a market increase, the amount of content you must offer will
rise correspondingly. This content core is dynamic, requiring periodic review
to ensure that it continues to represent your company and meet the needs of
international audiences. Meanwhile, the application side of content will ex-
pand as well, with more advanced markets such as the United States, United
Kingdom, and the Nordic countries demanding all the bells and whistles of
modern Web design. Finally, if you are already operating on the ground in a
country, expect that country’s management to lobby heavily for the highest
level of support for that country. But the CGO and his advisors must stick to
their methodological guns and apply the same metrics across the board.

Transform: Determine the Right Level of Adaptation for Each
Market Denizens of the Eighth Continent have lots of choices. They can
click away to a competitor or even to another one of your sites. With the
core content catalog in hand, your next decision is to determine which
markets get platinum-level service—what I call full-context personaliza-
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Touchpoints

Internet device type

* PC, phone, PDA, set-top

* Screen size

* Interaction via keyboard,
touchscreen, voice
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Figure 3.7 Globalization Means Full-Context Personalization

Note: Successful global e-businesses recognize that they must adapt their offers to customer needs,
modify their ways of doing business so that they make sense to international customers, and support
Web access by using the devices preferred by those customers.

tion, reflecting their individual motivators, the ecosystem in which they do
business, and the means that they use to access the Internet (see Figure
3.7). I discuss the three major slices—individual personalization, touch-
points, and business ecosystem—next. The figure represents the com-
plete palette of full-context personalization. If you did it all for more than
your home market—which no company has done yet, though many aspire
to—then you would create an experience that feels right at home for those
international users. This ideal does not apply just to consumer sites, either.
As you build out Internet sites to improve the productivity of your em-
ployees and optimize the efficiency of your supply chain, you will have to
address each of these three slices to some degree.

1. Individual personalization: Localize the experience for each market.
‘When [ went to buy Harry Potter and the Sorcerer’s Stone at Amazon.com,
the site recommended Louis Sachar’s Holes. But what would it sug-
gest to a Japanese consumer interested in the same Harry Potter
book? Would its recommendation engine be sensitive enough to de-
tect the buyer’s .co.jp (Japan) domain extension on his e-mail ad-
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dress? Each consumer and every corporate buyer is driven by a com-
plex set of psychographic motivators that determine how he reacts to
a marketing message, brand, or online selling process.

Therefore, translating product descriptions is not enough. Success-
ful global companies will take the next step and adapt their online mar-
keting techniques to account for national differences in fuzzy motiva-
tors such as career, education, and family factors. In the process, their
marketing teams will create psychographic profiles that segment
their international audiences in each market and in each demographic
swath just as they have done domestically. A business site might choose
to personalize not to an individual, but rather to a company, perhaps
dynamically generating screens for all purchasing agents at BMW or
Schneider Electric using the same company-specific profiles.

Ask yourself: Can your target audience read your message? If they
can, does it make sense to them in their cultural context? For ex-
ample, French sites would dump cultural nods to Astérix,® a cartoon
character as well known in France as Mickey Mouse is in America.

2. Business ecosystem: Adapt to the buyer’'s way of doing business. Online
commerce does not happen at dot.com sites; instead, it takes place be-
hind the Web screens on servers, databases, and corporate transac-
tion systems inside your business ecosystem. This complex, entrenched
foundation runs your business but typically must be adapted to deal
with country-specific issues such as taxation and with basic logistical
issues such as shipping and customer service.

Ask yourself: Could a visitor to your site actually buy something?
‘Would he have the means to pay you? Could you deliver his order, get-
ting it through customs? Do not rely on your own faculties to answer
these questions, but go to the source and poll people in the markets
that they are targeting via usability studies. Chapters 6 and 7 discuss
these questions of business system and geopolitical adaptation in
more detail.

3. Touchpoints: Let visitors use what is customary in their markets to in-
teract. Traditional Web marketing in the States assumes PCs or Macs
running AOL or Internet Explorer. The Europeans and Japanese,
however, are more open-minded about Web access and ambitiously
look to a future Web that is accessible through cell phones. While the
sedentary American Internet user will continue to exist, lots of retail,
travel, financial, and even business applications will have many users
dialing in from cell phones. These points of access affect design and
execution; for example, Flash animations will not work on a cell phone,
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and in some markets, limited bandwidth, expensive dial-up, and weak
telecom infrastructure will spoil your best design efforts even on a
fully loaded PC.

This will not be a case of just simple reformatting, but rather a ques-
tion of offering different services and targeting appropriate audi-
ences. Your Web designers and transaction specialists must dramati-
cally rethink how they interact with their global customers—whether
they are consumers or corporate purchasing agents.

Ask yourself- How will you deal with access by non-PC users? Can
you manage to serve technology-deprived areas that have slow net-
works or bad connections? Chapter 7 discusses these translation and
infrastructure issues in more detail.

The net: Don’t expect to reach this ultimate level of personalization for every
international market. Your CGO, advisors, and budget will reserve this Four
Seasons class of service for only the top-tier target countries with the right In-
ternet and economic demographics. However, for any market that you enter,
visitors will expect a top-rate treatment of the core content that you do offer
along with some linguistic, cultural, and political sensitivity to the unique
needs of their market.

Kaizen: Commit to Service Level Agreements Web sites, whatever
their purpose, are never completed.® The volume of content increases year
over year. The content changes imperceptibly by the hour and traumati-
cally by the year, the volatility driven by changes in the business. More and
more types of information—memos, animation, presentations, chat, spread-
sheets—find their way from every corner of the company to the corporate
site. Truckloads of new technology arrive regularly, belying the idea that
a company has a standard for managing corporate data and content man-
agement.

That is just the domestic situation with which your company’s technol-
ogists and planners are already struggling. As you move into international
markets, they will have to manage these four V's—content volume, volatil-
ity, variety, and technology variability—across dozens of international
sites. Because the Web is such a dynamic channel, your domestic sites
change frequently and instantaneously. International sites have to follow
suit, or they will quickly become inconsistent in presenting corporate in-
formation, in time leading to incorrect or outdated data.
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This demand for consistency is a function of the online mobility of the
Eighth Continent. The combination of bilingual visitors, machine-generated
translation offered at sites such as Google and AltaVista, and even just a
simple eyeballing of two experiences—what you offer your domestic
market versus what you offer a foreign market—will be enough to demon-
strate substantial differences in treatment. It’s only a matter of time before
this divergence becomes apparent in the form of different prices, product
descriptions, and representation of your brand. In the best of cases, this
deviation will result in simple confusion. In the worst case, it can lead to le-
gal liability and loss of credibility in international markets.

The best way to deal with this reality is again by developing service level
agreements between headquarters and your international subsidiaries or
distributors (see Table 3.5). SLAs remove ambiguity from relationships by
clearly laying out rights, responsibilities, and remedies. The service levels
should be dynamic agreements that are renegotiated depending on changes
in situations. These SLAs should exist between divisions of the same com-

MarketTier  Level of Support Content Update LagTime for Adding

Latency One-Plus Features

Headquarters All corporate content None None
country and personalization

applications
Tier 1— Corporate core 24 hours 90-120 days
Top2or3 translated into
markets local language

plus locally

generated content
Tier 2— Corporate core 48 hours Not applicable
Next 6-10 translated into
markets local language
Candidates— Watch list to
All other determine when Quarterly reviews

markets they reach established
thresholds for support

Table 3.5 Sample Service Level Agreements by Market

Note: This table amalgamates market entry plans from several online retailers that sell also through
catalogs and physical stores. Each defined several tiers of market support and committed to content
levels, to the frequency with which content would be updated, and to the amount of time that would
elapse before major interactive features would be available in the other markets. Your service agree-
ments, of course, will reflect your own needs, internal systems, processes, supporting vendors, and
other factors.
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pany—for example, between the CGO’s budgetary organization and local
business units—and with the third-party suppliers discussed in Chapter 9.
Here are some characteristics of a typical service level agreement:

1. Basic information. Characterize the level of online development that
you will provide, specifying the core content catalog and the kind of
market adaptation or localization that corporate will provide. Basic hy-
giene issues such as brand integrity and security should be high on
this list for first- and second-tier markets.

2. Responsibility. Be specific about where each service will be performed.
Some companies have set up technical development or marketing
competence centers at the regional or even national level, thus com-
plicating the management.

3. Service levels. For each tier, lay out the service level basics such as site
performance and reliability. If the corporate group will host national
sites, issues like 24-7 coverage, five 9’s reliability (99.999%), and re-
sponse time for downloads will be major factors. Be specific about the
intervals between minor updates—for example, translating press re-
leases or changes to product descriptions—and major revisions to the
site. For countries that host their own sites, the requirement flows in
the other direction, as corporate should demand consistency and re-
sponsiveness, all in protection of the corporate brand and reputation.

4. Measurement. To deal with the political reality, describe the condi-
tions that would allow a country to move up to the next tier of sup-
port—for example, increased Web usage in a given country, better
brand recognition, enhanced support for brick-and-mortar projects,
or heavier local competition. Conversely, identify what could cause
corporate to pull the plug on a given market strategy. Causes for can-
cellation could include significant changes in the economic situation
of a country, a decline in the Internet demographics of the market, le-
gal changes that make a continued presence impractical, and so on.
Basically, the SLA means that you will have fewer surprises.

The service level agreements that you reach with your national busi-
ness units or distributors should reflect market reality. For example,
Hoover’s emphasizes the importance of local responsiveness, but recog-
nizes that because of market size, the United States will always have the
most functional and feature-rich site. Its U.K. site will be functionally su-
perior to its continental European sites, but its European team expects that
over time the United Kingdom and Europe will become roughly similar.
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These differences stem from both market demographics and technical
factors. For example, Hoover’s European content database is neither as
big nor as capable asits U.S. database. The functional differences cut both
ways, leading Hoover’s to enhance wireless access in the United Kingdom
before the United States with its multiple cell phone standards. The com-
pany expects this wireless access to be a success factor in southern Eu-
rope with its lower PC penetration.

Chapters 7 and 8 will outline the technical, process, and organizational
best practices for fulfilling the promise of this SLA approach to interna-
tional markets.

The net: Even with service level agreements, many companies will find them-
selves fighting a constant rear-guard action by local business units to set up
autonomous sites. Gompanies exerting a strong central brand presence have
shut these sites down as soon as they have found them. Local and regional
representation on the strategy council will go a long way toward making this
happen.

Balancing Quality of Experience
against Corporate Realities

Globalization doesn’t just happen by itself. Successful international efforts
require leadership and cooperation among the various stakeholders.

o The chief globalization officer. Whatever you call it, you need someone
who can afford to take an overarching view without worrying about
low-level managerial details. The CGO will complement his or her ef-
forts with the close cooperation and advice of other executives at cor-
porate, in the regions, and in individual countries.

e Flexibility. The right organizational model for these efforts is not cast
in stone tablets under the statue of “Our Founder” in the lobby at
headquarters. The right model is the one that works for the applica-
tion. The CGO will drive the company to define and support the strate-
gic platforms, document the tactical procedures, and create the oper-
ational guidebooks for this to happen correctly.
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* Quality. Each prospect, employee, and partner comes to your com-
pany’s Internet sites with expectations about what he or she will find
there. How the sites live up to this anticipation will define your suc-
cess in the market. Deliver what is expected of you in the markets that
are important to your company.

e Trust building. So that business units and geographies feel comfort-
able that their needs are being considered and met, the CGO must ac-
tively seek their opinions and provide service level guarantees for any
functions that corporate assumes as its own. Experience shows that
individual countries with limited Web resources will appreciate the
support straightaway, but transnational business units may take more
convincing since their revenue is on the line and they have the bodies
to do the work to their satisfaction. The CGO must provide value to
these people as well. Chapters 6 and 7 discuss service and procedure
aspects of this commitment, while Chapter 8 outlines the corporate
support organization for these efforts.

Mira’s Log

Mira worked with her executive counterparts to set up a strategy council for
Acme, drawing its membership from both the vice presidential and director
ranks in the United States and in each market where the company had a pres-
ence. She also made sure that each product line was represented in the inter-
national planning effort. Because she stepped forward with the idea, the CEO
thanked her for volunteering for the “critical but challenging role” of leading
the council.

Then Mira set up a subcommittee of the strategy council to work on assess-
ing what content was basic to Acme’s online success. Another group consid-
ered the requirements of ultimate personalization, while still another blocked
out service level agreements. Her next step was to get the strategy council
working on which international markets made the most sense for Acme’s
product line.



Deciding Which
Markets Matter

With a list of expected benefits in hand, Mira next considered where and how
it made the most sense for Acme Widgets to invest its limited budget in creat-
ing a local Web presence in international markets. Initially, she was tempted,
as arve many American and British companies, to take the easy way out by first
pursuing only those anglophone (English-speaking) markets that account for
most of today’s online commerce. But she also read that in less than five years
the linguistic balance of the Eighth Continent would tip, making buyers in
English-speaking countries the minority. As she caucused with operational
teams in different markets, she learned that an increasing number of Acme’s
employees did not speak English fluently, if at all, and the company’s supply
chain now crisscrossed the planet in Gordian knots of technology, language,
and regulation.

With some 200 countries to pick from, she knew that Acme could not sup-
port them all, so Mira had to figure out where the buyers were online, as well
as what products they wanted to buy. This Web-politik would require quite a
bit of research, a methodology to separate the international wheat from the
chaff, and a lot of diplomacy to mollify affiliates in second-tier markets.

Next, Mira called colleagues in Acme’s offices around the world and her
business school buddies at other companies. She wanted to conduct her own
primary research on buyer demographics by market, on how Acme’s product
might map to needs in each market, and on how the decisions of different poli-
ties—nations, states, churches, nongovernmental organizations (NGOs)—
might affect the company’s chance to expand into a given market.

Mira also pulled up research from the usual suspects—eMarketer, IDC,
Gartner, Forrester—along with that of some other firms studying interna-
tional and ethnic opportunities—Ipsos-Reid, Cheskin, GeoMarkets—to get a
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taste of how global markets were faring. She also called down to Acme’s com-
petitive intelligence group to get a sense of the competitive position of Acme’s
top rivals in other countries and to take a look at the group’s early warning
list of potential threats.

Deep in her thoughts and research, Mira took a call from the CEO, who
asked whether she had a current passport. It was official: The Board had for-
mally named Mirva Acme’s chief globalization officer (CGO). Now her mis-
sion was to find the best international investment opportunities for Acme.

Forces that Drive an Investment in Localized Sites

As Mira discovered, deciding where you should offer translated, localized
information and how much of it are basic international marketing func-
tions. This chapter discusses the major decisions that you will face in mov-
ing beyond your home-country markets.

o Globalization is not an all-or-nothing proposition. This is not a binary
decision. Some markets make natural sense to support because you
have a significant customer base. Others will be less obvious and
might involve localizing your internal operations or a behind-the-
scenes supply chain before tackling the consumer-facing Web site.
Language plus country make a market. Most globalists start out by re-
viewing the countries or the languages that are important to their
business. Here I outline the more evolved notion of country-language
pairs, also called locales. For example, supporting the German lan-
guage for Germany is such a pair that I would characterize as a dis-
crete market or locale, just as Spanish for U.S. Latinos or French for
Canadian francophones are unique markets. I call languages like Chi-
nese, English, and Spanish that are spoken by people in different
countries megalanguages. Some companies go global by first creating
an international site for all English or Chinese speakers regardless of
where they live.

Seven guideposts for global marketing. Just as we have the traditional
four Ps of marketing (product, price, place, and promotion) to guide
us, we can look to similar guideposts for moving into international
markets. Here we discuss the three Ps: product portability, Internet
penetration, and the polities that you must consider for each market.
These discussions will always revolve around return on investment



Deciding Which Markets Matter 79

(ROI) factored against the benefits discussed in Chapter 2. Don’t for-
getto document the process for deciding how and when you will adapt
your corporate site and its underlying systems to local market needs.

o Tiered support lessens the burden. Too many globalization aspirants
want to enter every country at once and offer phenomenal levels of
service in each one. Here I lay out the notion of a multitier approach
to entering only the markets that matter.

When Supporting a Market Online
Should Be a No-Brainer

One thing that I have learned over the last few years of talking to compa-
nies is that globalization is not a binary decision. You can indeed be a little
global—and some of the best thinkers in this space have gone global in-
crementally. This step-wise approach means picking the right markets to
offer the appropriate level of localized support. The first moves of these
market leaders may have been to reach out to established customers in
strong markets, while others have worked at the problem from behind the
scenes, striving to improve the efficiency of their Web-based internal op-
erations and supply chains. There are a few cases where most companies
will not hesitate to go global:

® Make relationships in an established market more profitable. If you al-
ready have a significant brick-and-mortar presence or a healthy cus-
tomer base in a market, you might choose to short-circuit the evalua-
tion process and go directly to creating a branded site for that country
or improving the locally built site that you already have. For example,
both BMW and Sony get a significant share of their revenue from the
American market, so they pushed their U.S. subsidiaries to invest
heavily in localized sites. Any of the expected benefits of a global on-
line business—Dbetter support for local customers, competitive pres-
sures, and so on—could steer you to online investment where you al-
ready have a physical presence.

Localization or nationalization? Some companies talk of nationalizing their
Web sites, an unfortunate term in some markets where government edicts
have removed companies from the private sector. The term that many use to
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describe the tailoring of a site, a document, or a business to national markets
is localization. This term is actually more correct than nationalization in its
broadest sense because it incorporates the sense of locale plus language. For
example, that lets you talk about localizing to the U.S. English or Latino mar-
kets, two different activities.

® [ncrease the productivity of international employees. You might choose
to localize only the inward-facing part of your company in order to sus-
tain internal manufacture—for example, to support maquiladoras in
Mexico or offshore software development in India or Russia. This may
take a simple form. For example, Germany’s Siemens uses automated
computer translation to give employees around the world the gist of e-
mail communications in other languages, thus improving the flow of
information between business units.

These internal considerations are often more straightforward than

any other decisions. Review your in-country staff and its fluency with
your corporate language and determine whether nonlocalized infor-
mation stands in the way of productivity or progress. Some global
companies may not even realize that not all of their staff speaks fluent
English.
Extend supply chains to new geographies and opportunities. If your inter-
national supply chain suffers from a lack of local language or market
logistics support, you might look at localization as a way to increase
efficiency. Multinational firms like DaimlerChrysler now envision
broader, multilingual procurement systems. This international, multi-
lingual supply chain will be a growing concern for companies that
have chosen English as their lingua franca. And as the Web insinuates
itself into more small- and medium-sized businesses around the
world, the guarantee of English-speaking users will become null and
void, thus driving up costs or increasing the time it takes to get a prod-
uct to market.

These are the easy cases. If you are like many globally branded compa-
nies that sell directly to consumers, you have already got a pretty good
sense of which markets might make the most sense for further investment
in a more localized experience. But you are probably also somewhat be-
hind where you want to be on the question of more local supply chain and
internal operations over the Internet.
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Now it is time to approach the question of which market deserves your
next round of investment.

It Takes More Than a Border to Make a Market

On the Eighth Continent, the political entity of a country combines with
language, culture, legal systems, and business practices to create a dis-
tinct market. If you went by language alone, you could expose your firm to
some nasty legal problems and consumer reaction to the wrong language.

Languages Mapped against the Countries Where They Are Spo-
ken Let's map alanguage to a country in the three most common variants:

1. One country, one language. These are linguistically simple markets
with a one-to-one correspondence of language to the political entity—
for example, Japan or Korea. Once you choose to enter such a market,
you must render your message in their language and localize the ex-
perience to national currency, practices, and expectations.

2. One country, multiple languages. More complex markets involve mul-
tiple languages used in a single polity, such as French and Flemish in
Belgium. In these situations, the sound business approach is to pick
the country-language pair that makes the most economic or political
sense. For example, Quebec’s Bill 101 made French the official law of
the province. Combined with subsequent Canadian federal legislation,
doing business in English sometimes mandates operating in French
as well; therefore, English-only sites might not be an option.!

3. Multiple countries, one language. Megalanguages such as Chinese,
English, French, Portuguese, and Spanish are spoken in different
countries around the world. Even languages with smaller populations
can span national boundaries, as Dutch does with the Netherlands
and Belgium.

Should you enter individual markets or the more universal megalan-
guage market? The business case that you will establish as you work
through the issues in this chapter will drive your decision one way or the
other. Many companies start their international push by supporting multi-
national languages with no reference to any single country (see Figure
4.1). They use the country-agnostic support for a megalanguage as a first
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Megamarket Single Market
Plus: Plus:
+  Easier to just translate *  Most natural for
language people from that
=  Bigger market opportunity country
than a single country
*  Quicker time to recoup Minus:

investment

Minus:

«  Cultural, lexical, local
logistics, and other
differences not supported

=  Sometimes unacceptable

Examples:

+  Chinese, English, French,
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=  Cost of doing
multiple language
variants

Examples:

- English for
England, U.S.,
Canada, Hong
Kong

Phase 1

Phase 2: country-by-country

Figure 4.1 Individual Markets versus Megalanguage Markets

Note: Choosing to enter one market in one language and localized logistics and legal support or an in-
ternational language market without such adaptation is one of the first decisions that you will be asked
to make. There are arguments for both approaches—on both the cost and the time-to-market ledgers.
Many companies start with the universal variants and incrementally add individual country support
as the business case justifies.

step to get accustomed to the idea of managing translation projects and
synchronizing content between the home-country site, as well as the raft
of process and organizational issues that will come up.

Without exception, companies that have taken this approach adopt the
megalanguage dialect used in the biggest, most lucrative markets. For ex-
ample, Sony might target Parisian French before supporting smaller coun-
tries with lower Internet densities, figuring that francophones in Quebec
and elsewhere could understand the language well enough. Besides ad-
dressing the needs of a large population speaking another language, this
approach lets a company get its feet wet with technology that will allow it
to manage the more complex content that will come from managing con-
tent for multiple countries.

Cultural adaptation might be more appropriate than translation. An adaptation
in which you pay homage to religious and cultural differences might be suffi-
cient for some domestic ethnic populations that can operate in the main-
stream. For example, informational sites in the United Kingdom might list re-
ligious and national holidays that are important to its South Asian residents
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and remove certain content that is offensive or not germane. U.S. firms might
do the same for Hispanic visitors. Some Latino-focused sites have even added
“Spenglish” content—the wedding of English with Spanish words. However,
this adaptation comes with a price. You still need to keep the culturally tuned
site synchronized with the corporate mother ship so that information remains
current, consistent, and correct.

Portability, Penetration, and Polity Determine Which Single Mar-
kets Win  Once you advance past the megalanguage step, you must de-
termine which individual market makes the most sense for you. Many
companies start their analysis with the traditional four Ps of marketing—
product, price, promotion, and place. In my conversations with many early
adopters, I have isolated the three Ps of global marketing (see Table 4.1)
that drive them to the next step of analysis: (1) the “portability” or suit-

Portability  « Does your product travel well, meeting international require-
ments and market expectations?
e Can you deliver products to that market?
* Can you promote your products in those markets?

Action: Consider individual products and whether each has any
appeal or serviceability outside your current trading areas.

Penetration e Are there enough people online to make an investment worth-
while?
* Are prospects fluent in your language?
* Do they use your currency or means of payment?
* Are there secondary markets that might be more interesting?

Action: Determine whether consumers or business buyers in
those markets have the funds, means, and inclination to buy.

Polity * Can you legally sell your products in a given market?
* Do your products violate local sensibilities or cultural taboos
and shibboleths?

Action: Ascertain whether you're legally entitled to sell and
support that product in each country-language pair, heeding
not only governmental regulations but cultural and religious
sensitivities as well.

Table 4.1 Three Ps of Global Marketing

Note: You are probably already familiar with Kotler’s four Ps in discussing markets. Rather than limit
the discussion to the channel or shelf placement, the three Ps extend it to the readiness of a given
product to be sold into a community. Issues of people having access to the channel, means of pay-
ment, and simply desire to buy vary by country.
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ability of products for international markets, (2) the online “penetration”
in a given market, and (3) the “polity” (i.e., the oversight of national,
church, or nongovernmental organization) within which online activities
must occur.

Portability: Does Your Product, Service,
or Content Travel Well?

Successful international marketers have found that it is easier to establish
a value proposition for products and services at the core of the Internet
economy—retailing, travel and leisure, entertainment, and financial ser-
vices—than for other market segments that deal in bulkier, more com-
plex, or market-specific products. In short, what looks like it might sell on
the global net is usually what sells on the domestic net (see Table 4.2).
The next step is to map product and service offerings to the needs of
other markets. The CGO will work with executive advisors, business unit

Category Characteristics Example

Physical products Easily transported Books, CDs and other

goods electronic media, clothing,
electronics, repair parts

Product information Information about any  Chemicals, motorcycles, cars,

* Presales marketing kind of product or generators, computers

¢ Product information service, and the actual

* Postsales service customer service

Virtual (or bit) products Ownership of bits Financial services, electronic
exchanged between tickets and other travel
two or more parties reservations, downloadable

entertainment

Corporate information  Corporate information, Internet extends corporate
branding, messaging  branding to anyone with a
Web browser

Table 4.2 What Sells on the Global Net

Note: The information, goods, and services delivered over the Internet vary little from country to coun-
try. As you plan your international adventures, consider the basic Net-ready categories against your
product catalog.
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directors, and country unit managers around the world to determine the
suitability of products. Together, these will (1) determine whether your
products can be sold outside your home market; (2) resolve whether there
is a need in other markets for your offerings; and (3) figure out whether
you can promote, sell, deliver, and support them beyond your domestic
markets.

Step 1: Are Your Products International? Thumb through your
catalog to see which items or services might have appeal outside your do-
mestic market. This is the beginning of an exercise that will require the ac-
tive collaboration of your colleagues in individual markets around the
world, systematic analysis of individual products, and deep research into
market needs and logistics. What you will establish here is the global readi-
ness of your offerings. Any decision about international business in gen-
eral—including using the Web to reach anybody online anywhere on the
planet—requires a major analysis of your products and how universal or
locale-dependent your products are.

o Few products are ready to travel today. Some products are very generic
and would be useful anywhere on the planet without modification.
Few products other than a pencil, or a mousetrap, come to mind; the
function of each is fairly obvious.

For virtual products such as media, you might find that formats are
wrong. And with any bit product other than entertainment, it is likely
to be in the wrong language. Hoover’s, the U.S.-based business infor-
mation company, employs a single database worldwide, but it must
provide a different linguistic persona and additional content based on
the country from which you sign on. The British Hoover’s speaks the
Queen’s English and includes U.K. content tuned to English events,
companies, people, and news. And while media such as CDs or books
might “work” anywhere, they might violate the cultural taboos dis-
cussed later in this chapter. As I noted earlier, this is a synchronous
exercise.

Many products are tied to a market. Most products are somehow tied
to language, culture, country, or an ethnic group residing in one or
more countries. Perhaps because of their intrinsic design, in their cur-
rent form they are unsuitable for sale abroad. This is a research task
for your product management staffers worldwide. For physical prod-
ucts, features that you do not even think about—such as power sup-
plies and plugs—might stand in the way of export. As you dig deeper
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into the box, you might also find that the documentation needs to be
translated and printed on A4 paper and that measurements must be
converted from inches and pounds to their metric equivalents. Signs
of trouble include the need to redevelop, reengineer, or repackage a
product; to run it through rigorous market certification tests; or to
subject it to stringent ISO9000 manufacturing and process controls.
Some products could be quickly repackaged for global markets. Some-
times, especially in the case of the bit products and corporate infor-
mation shown in Table 4.2, simple translation or a more sophisticated
market adaptation could make the product globally ready. Some phys-
ical products, such as consumer electronics, might require minimal
packaging changes and a translated owner’s manual. Still other prod-
ucts might be suitable as-is for a given demographic. For example, a
Taiwanese company could ship its domestic-market goods to a friendly
audience, such as the large Chinese population in Indonesia.

For existing signature and high-volume products that cannot be
sold as-is, you should figure out whether any adaptation would be war-
ranted in its normal life cycle. Typically, you will find that extensive
modification makes no sense unless there is a dire need for it. Most
often it will make sense to build global requirements into the next ver-
sion, rather than try to retrofit an existing product and then do it a sec-
ond time with the next instance of that product.

Looking forward, the CGO should lobby to change how your company
specifies, manufactures, and supports products so that the next genera-
tion might be more suitable for export (see Figure 4.2). Making interna-
tional support an integral part of the marketing requirements and subse-
quent development is what I call bred-in-the-bone-globalization.

For many firms, bred-in-the-bone globalization will require a funda-
mental change in policy. Looking ahead to new product development, re-
member that it is easier to design products for global markets than to deal
with international requirements after the fact. To make this happen, com-
panies with significant international sales—Cisco in hardware and Xerox
in office products, Oracle and Microsoft in software, BMW and Embraer
in manufacturing—have made global design an integral part of their mar-
ket requirements planning. For example, Xerox views globalization as an
essential and systemic process. This has also led Xerox to make changes
in the way employees work—not just how its office gear is designed and
how code is written, but also how it does quality assurance, testing, and
product certification. This bred-in-the-bone approach to globalization lets
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Figure 4.2 Wrong and Right Ways to Build International Products

Note: Many companies build products the wrong way: by adding international support well into the
development process. A far better approach is to breed global support into the bone, ensuring that
each iteration or variant is globally ready.

Retest

Recertify

Xerox get its products to each of its key markets faster. BMW takes a sim-
ilar approach, building its cars to meet the world’s most stringent safety
and emissions standards so that it can sell them anywhere.

Finally, beware of simplistic investment formulas that would block most
international forays. Let’s consider a fairly typical worst practice that you
can avoid. Most U.S. software companies have a tendency to develop their
products based solely on requirements originating in the States—from
customers, sales, support, marketing, and so on. This has been the case
with some very visible products in the content management space, where
leading products from firms such as Interwoven and Vignette were well
into their fourth generations before systematically supporting something
as basic as non-European character sets.

Even when the U.S. planners solicit input from regional organizations,
they blindly applied simple formulas for calculating ROI that failed to con-
sider the broader range of benefits discussed in Chapter 2. Must-have fea-
tures such as support for Japan’s kanji characters and developer interfaces
with instructions and messages in Japanese were abandoned until sales
increased in Japan, a classic chicken-and-egg ROI problem.
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Typically, the sheer volume of U.S. sales outweighs the benefit of tuning
product features and functions, implementation and educational services,
and documentation to any other market. Because of the market size, U.S.
requirements for these software vendors almost always outweigh the ROI
of international ones, so international support is left for future versions. In
some cases, local subsidiaries develop work-arounds. In others, they just
don’t bother to sell the product or grin and bear it.

I have seen this short-term perspective applied to Web localization as
well—with the same solutions applied by local business units. In fact, this
problem is one of the big reasons for the fractured brand issue discussed
in Chapter 2.

The net: Make sure that your products are suited to the country-language pair
into which you want to sell them. That may involve some redevelopment of
current products. Ideally, make international salability a criterion for future
projects.

Step 2: Do Your Products Meet Market Needs? Research local
market demands to see if a match exists for any of your international prod-
uct candidates. Look to research from your in-market staff and distribu-
tors, from analyst firms that are based in that country or that cover it ex-
tensively, from groups such as the International Retail Forum (IRF),? or
from primary research that you might have conducted with local polling,
marketing, or public relations agencies. With this information you can de-
termine the needs of specific markets, begin to quantify the market op-
portunity for your offerings, and calculate the impact of new or existing
competitors in those arenas. If your budget permits, you could go further
and fund directed research or focus groups in a potential market to deter-
mine the fit for your products. For example, U.S. based Whirlpool would
find that washers and dryers it makes for North American distribution do
not appeal to Italians looking for smaller, more efficient machines. Simi-
larly, General Motors and Ford have a tough time selling many of their
larger U.S.-market autos to Europeans, just as BMW knows that Ameri-
cans have little interest in luxury cars with four-cylinder engines.

Rather than offering your entire product line to a new country, pick a
few products that travel well and push them hard with localized marketing.
Success with these products will establish your beachhead in new mar-




Deciding Which Markets Matter 89

kets. Use this subset of your catalog to determine trends, understand mar-
ket needs, and begin to build your presence and brand in international
markets.

¢ For Germany’s Bertelsmann, this meant creating a catalog of books
that would appeal to each market. For Texas-based PC maker Gate-
way, it meant offering Latino buyers in the United States the option of
buying a Spanish-language version of Windows and keyboards with
the diacritical characters used in Spanish.

¢ For its German site, Travelocity required obvious changes, such as
not selling Oktoberfest packages to Germans, eliminating Eurail passes
that could only be purchased from outside Europe, and highlighting
weekend getaways to Malaga instead of Jamaica. For its U.S. Hispanic
customers, it meant offering Dream Maps with destinations across
Latin America to offer these consumers a chance to visit their rela-
tives back home.

This exclusion of products is not a one-time action, but instead requires
constant vigilance to make sure that offers in the rapidly changing travel
and leisure markets are appropriately tuned to each of the markets in
which Travelocity sold. Chapter 7 discusses the expectations of interna-
tional markets for information quality and the tools to ensure it.

Finally, don’t make the age-old mistake of carrying coal to Newcastle.
The value proposition of selling American-made brie to French con-
sumers, for instance, would not meet the needs, expectations, and supply
of the target market. Unless your product has a strong differentiator, pick
something else to sell. In some cases, with a strong brand, enough spend-
ing, product localization, and sheer panache, companies have overcome
national stereotypes. Starbucks joins a number of European coffee shops
pushing into Italy, the birthplace of cappuccino.’? The U.S. company is ex-
pected to do well with its appeal to the active lifestyle of younger, time-
strapped consumers. McDonald’s has localized its products to meet each
market’s sociocultural expectations, for example by offering beer in Ger-
many and a beef-free menu in India.

Step 3: Can You Deliver and Support the Goods? The sale doesn’t
begin and end with a transaction. Before you sell anything, you have to
market it and promote it. Once you have sold it, you must deliver the prod-
uct or service, handle anything that a customer might choose to return,
and support it.
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Firms with an established distribution and support channel in a country
or region have a leg up on companies just starting out. Ideally, you could
repurpose those mechanisms to work with your online channel. Compa-
nies without the luxury of an established infrastructure can build it out or
turn to international logistics providers such as UPS and DHL or to call
center operators such as Prestige International. Corporate operations of-
ten involve a detailed analysis of heavy-duty back-office systems, which is
beyond the scope of this book. What you see in this book is a framework
for thinking about how to approach global markets—the possibility of sell-
ing into new markets, the legality of sale, the implementation detail, the re-
quirement for translation, new organizational models, and how to measure
effectiveness.

Penetration: Is the Population “Have Net” or “Have Not”?

Most companies looking to enter an international market start with a
simple question: Are there enough people online to justify entering that
market? As they get deeper into their analysis, though, they realize that
the issue is far more nuanced than just sheer numbers. Follow-on ques-
tions should determine whether those who are online are demographi-
cally correct for your products: Do they buy products online? Do they have
enough disposable income? Can they pay online? These questions will
help to establish whether those consumers are in a have-Net or have-not
economy.

Volume: Market Size and Online Penetration The combination of
market size and the number of people online yields a pretty good filter for
starting your analysis of which markets to enter first. To get to a short list
very quickly, consider using the 30 countries of the Organisation for Eco-
nomic Co-operation and Development (OECD)* plus China, Brazil, and
emerging Internet powers such as India as a baseline. The OECD bases
its membership on a market economy, pluralist democracy, and respect for
human rights, thus ruling out countries in the former socialist bloc and
others that are in transition. Most of its members also happen to be fairly
large industrialized countries with well-developed telecommunications in-
frastructures. Paced by the United States, these countries lead the world
in Internet usage (see Table 4.3). With the OECD as a baseline, you can
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Region Country Internet Users Internet Users
Population as % as % of as % of
of World Regional Regional
Population Population Population
1998 1998 2000
United States 4.7 26.3 54.3
OECD excluding U.S. 14.1 6.9 28.2
Latin America, Caribbean 6.8 0.8 3.2
East Asia and the Pacific 22.2 0.5 2.3
Eastern Europe, 5.8 0.8 3.9

Commonwealth of
Independent States (some
republics of the former
Soviet Union)

Arab States 4.5 0.2 0.6
Sub-Saharan Africa 9.7 0.1 0.4
South Asia 23.5 0.04 0.4

World totals 100 2.4 6.7

Table 4.3 Regional Internet Penetration
Source: NUA, United Nations 2001.

Note: The Organisation for Economic Co-operation and Development (OECD) countries can serve as
a starting point for your analysis. These countries tend to have the largest Internet penetration and the
most appropriate demographics for online commerce. However, if your goal is to optimize your supply
chain or internal operations, you might find yourself looking outside the OECD.

take into account the unique dynamics of your company, your industry
sector, and target audience to determine top-tier targets for your company.

As you look at the OECD and other lists, do not make the mistake of
looking only at market size or at the percentages of a population online.
You might inadvertently dismiss a potentially good market or support the
wrong one.

® Big populations with low penetration. Although researchers assure us
that mainland China and India will ultimately support huge Internet
populations, the commerecial potential of these markets for e-commerce
or branding is too far in the future for all but the biggest companies.
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Although you should not spend a lot on these markets today, do keep
them in your sights—especially given the importance to your supply
chain and the large expatriate populations of both countries. As coun-
tries like these evolve their telecommunications infrastructures and
increase the number of people online, they will be significant players
in the global Internet economy, from both demand and supply per-
spectives.

® High penetration in tiny populations. It looks like Iceland with its 60
percent Internet penetration is the place to be online (see Figure 4.3).
However, that 60 percent translates into fewer than 200,000 people,
the size of a medium city in the United States. Focus your attention in-
stead on the largest industrialized countries with the highest Internet
presentation.

Top 10 Countries Worldwide by Internet User
Penetration, January 2001 (as a % of population)

iceland

Denmark
South Korea 35%

singapore 30%

Figure 4.3 Top 10 Markets by Net Penetration

Source: ITU Telecommunication Indicators Update, 2001. Retrieved from www.eMarketer.com.

Note: Look at total populations as well as the percentages of them that are online. For example, if all
you did was look at percentages online as your threshold for support, you would find yourself trans-
lating your site into Icelandic for a very small return on your investment.
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e Misleadingly low penetration. Bertelsmann’s online unit removed
Brazil and China from its first tier of international markets because
their Internet penetration was too low. Depending on your product or
service, however, that decision might not be right for your company.
Exclude Brazil’s rural areas and the huge Amazon rain forest. Focus
instead on the large connected urban populations that stretch along
the Atlantic coast all the way from Rio de Janeiro through Sao Paulo
into the southern states of Brazil, all the way down to Buenos Aires.
Viewed from this perspective, the Brazilian market seems much more
viable—not as a country, but rather as a city-state like Singapore or
Hong Kong.’

The net: There is no single formula for whether you should localize your on-
line efforts for a given country. Working with the executive team at headquar-
ters and in countries and regional offices, the CGO should develop a set of
documented procedures that describe how and when your company will sup-
port a market—whether for a consumer-facing site, for employees, or for
business partners and supply chains.

® Business-consumer mismatch. Analysis of your supply or demand
chain might reveal an opportunity to sell to businesses but not to con-
sumers. For example, a company like Weyerhauser might target Fin-
land for an Internet supply chain application because of the large
number of forest products companies there, but it would not offer a
consumer Web site to the relatively small Finnish market.

o Secondary markets bigger than some countries. There are also instances
in which it makes sense to support a market’s secondary languages.
The online penetration of certain secondary markets in some cases
can surpass the mainstream population, as Asian Americans and Lati-
nos do in the United States. But it’s more than just a question of how
many are online, but legal and buying behaviors, too. Consider
Canada, with its demographically desirable English, French, and Chi-
nese buyers: Legally, you must support English and French, but the
immigrant Chinese market appears to be potentially lucrative. For ex-
ample, Schwab, the U.S. brokerage, found that the household income
of its Chinese American customers is more than 50 percent higher
than that of the average American.® Furthermore, Schwab’s Chinese
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American customers trade two to three times as much as the average
investor.

Some companies view domestic multicultural communities as
stepping-stones to the countries from which these domestic ethnic
buyers came. For example, Fingerhut created its Spanish site as a
venue to learn about the Hispanic customer before entering new mar-
kets in Latin America. Firms have taken this domestic, language-only
localization approach to grease the skids for international expansion.

As multicultural communities grow both organically and through
immigration, these secondary markets will offer an increasing oppor-
tunity to grow revenue and share. This option exists not only for com-
panies incorporated in those countries, but also for Spanish or Mexican
firms that market to Latinos in the States and for Indian and Pakistani
firms that appeal to South Asians living in the United Kingdom.

Caution: As soon as you narrow the field down to a set of target countries for
further analysis, expect that your managing director in one of the bypassed
markets will explain in great detail why the company should invest in his mar-
ket for the first tier. This is the kind of tough decision that the CGO will have
to face all the time—and it is yet another reason why you should produce a
documented approach to market entry along with a well-defined service level
agreement to describe what each market gets.

Maturity: Comfort in Online Buying and Propensity to Buy Just
because a population is online does not mean that its members buy online.
Their surf-only behavior may mean that they prefer dealing with a human.
Each culture has its own level of comfort. Cross-cultural market researchers
regularly report that people do not purchase online mainly because they
do not feel secure in giving credit card or personal information. Fear of be-
ing defrauded online also dissuades potential buyers (see Figure 4.4).
Other factors, such as different national experiences with data collection,
usage, and government monitoring, have also made them less tolerant of
such online interactions.

Fear of fraud keeps consumers from shopping, but what makes them
abandon their carts mid-transaction? In the United States, 67 percent of
users abandon a Web site when asked for personal data.” Twenty-eight
percent said that they would be “much more likely” to give personal infor-
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Attitude toward Online Fraud, by Country, 2001 (as a
% who feel online fraud is a major concern)

France

United Kingdom

Canada

N 1
Japan 50%
Notmoranas L
T N
L <

South Korea 40%

Denmark 39%

T s

Figure 4.4 Worldwide Fraud Concerns
Source: Ipsos-Reid Global Express Survey, February—March 2001. Retrieved from
www.eMarketer.com.

Note: While half or more of the Internet users (8,583 adults) in the most Web-dense countries fear
being defrauded online, the Ipsos-Reid study showed that the actual incidence of fraud is much lower.
However, perception is almost always greater than reality, so fraud stands in the way of some pur-
chasing.

mation if the site indemnified them against credit card fraud. Consumers
around the world echo these concerns, giving online companies some di-
rect guidance on what they need to feel comfortable buying online. Figure
4.5 presents the results from a poll of Germans and Canadians.

Looking at the data that signals online buyer wariness, other companies
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Reasons Why Canadians Abandon Online Shopping
Carts, 2000 (as a % of respondents)

shipping cost was too high

54%
Only wanted to do a price check

49%

Cchanged mind about wanting item

37%

Price was too high
23%

Checkout process was long or unclear
19%

Was concerned about security of credit card transaction
18%

shipping time quoted was too long
17%

Was interrupted by work/home issues
15%

Didn’t trust online merchant
14%

Summary of final order was unclear
6%

Figure 4.5 What Causes Canadians and Germans to Abandon Transactions?
Source: For Canada: Ernst & Young, “Electronic Commerce Polls and Surveys Online Retail Sales,”
1999-2000. For Germany: Symposium Publishing, “Polls and Surveys B2C Electronic Commerce

Online Retail Sales,” 2 April 2001. Retrieved from www.eMarketer.com.

Note: Surveys of consumers in Canada and Germany served up concerns about shipping costs, trust,
data security, and unclear processes. Both Canadians and Germans objected to the price of shipping
and handling, while price in general was a more important issue to Canadians than was security. The
disparity of these results demonstrates that you must consider each market on its own.



Deciding Which Markets Matter 97

Reasons for Abandoning Online Orders in Germany, 2000

Amount of costs for delivery or shopping
78.7%

User-guidance

. 755%]
Trustworthiness of the provider
T 70.6%
Security of the payment method
T 70.1%
No price advantage to offline purchase
N 59-9%

Data security

e 57.1%

Data security

T, 29.7%

Product selection

I, 34.0%
Other

B 6.2%

None

| 0.8%

1 have never purchased anything online
§ 1.0%

Figure 4.5 continued

have responded by pushing to establish trust, improving the way their sys-
tems operate, and trying to offer good values online.

e Travelocity has found that over the last few years its Canadian and
English visitors have gone from mainly being lookers to completing
more transactions. Comfort in many cases comes from trusting the
company that operates the site, a trust that it earned by delivering to
customers what it said it would—travel services at a great price—in a
convenient online process.

e Larger companies such as Coca-Cola and Ford have worked to en-



Future Online Shoppers in Selected Countries, 2001
(as a % of internet users)

Japan 41%
30%

28%

26%

Czech Republic 25%
Korea 24% US.in

United States 23% «—— middle of
pack
23%
Netherlands 23%

Denmark

16%
16%

Canada 15%

14%

Malaysia
13%

Hong Kong  [42

Portugal 5%
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hance their trustworthiness online by integrating their offline brand-
ing and marketing strategies with their interactive efforts. For ex-
ample, they welcome their online visitors into a customized, heavily
branded environment that evokes elements used offline—logos, slo-
gans, colors, and campaigns. They highlight the value of their prod-
ucts, and through extensive amounts of content and large dollops of
interactivity such as product configuration, they help customers make
their purchase decisions.

In most cases, higher degrees of comfort and a feeling of safety trans-
late into more buying. In 2001, 15 percent of Internet users around the
world shopped online. Plans to buy on the Web were even higher: 41 per-
cent of Japanese Internet users, 30 percent of Germans, and 28 percent of
Australians intended to buy something online in the six months following
their interviews (see Figure 4.6).

Geopolitical Woes Can Hamper Web Trust

Hard-earned trust can be lost offline by external events. For example, popular
protests against the May 1999 U.S.-led NATO bombing of the Chinese em-
bassy in Belgrade combined with anger over the April 2001 U.S. collision of a
spy plane with a Chinese fighter jet spurred attacks against American compa-
nies online.®

Chinese attacks led to retaliation by U.S. hackers, resulting largely in de-
faced sites on both sides of the Pacific. International incidents like these,
protests against the increasing globalization of large companies, and even
traditional bilateral animosities could lead to diminished trust for an interna-
tional company and could extend to denial-of-service attacks and destruction
at sites that is more malicious than simple defacement. Inhabitants of the
Eighth Continent are never too far from the politics of the other seven.

Figure 4.6 Online Buying Maturity
Source: Taylor Nelson Sofres Interactive, Global e-Commerce Report, June 2001. Retrieved from
www.eMarketer.com.

Note: Consumers in the leading Internet economies plan to buy in the future. Note that buyers in the
United States are in the middle of the pack.

This survey was conducted March—May 2001 via telephone and face-to-face interviews with 42,742
people across 36 countries around the world. “Future Online Shoppers” is defined as an Internet user
who plans on buying or ordering goods or services on the Internet within the next 6 months.
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Method: Paying for and Receiving Online Purchases Allowing

customers to pay according to local terms and conditions will also be crit-
ical to your international success (see Table 4.4). For example, most
American sites complete a transaction by having the customer type in his
or her American Express or MasterCard card number. This causes three
problems for international customers, none of which is their fault.

1. Which currency is dominant? The listed price was $19.99, but the cus-
tomer is German. Does he pay in euros or dollars? If you let him pay
in euros, he will be happy, but you will have to assume the currency
hedging risk. If he pays in dollars, then he assumes the risk.” Most
companies put the burden on the customer’s shoulders, giving him a
rough idea at payment time what the purchase will cost in his cur-
rency based on currency exchange rates at that moment. Barring ma-
jor fluctuations, this approach works for both parties. Of course, with

Payment

National Preferences

Checks sent via regular mail

Invoices

Payment on delivery

Cash transfer or debit cards

Payment to a bricks-and-mortar
intermediary

Wire transfers

French and Dutch consumers prefer to shop
online, but pay by check.

Swiss consumers can choose to receive an
invoice by mail so that they can pay by
check, money order, or credit card.

Germans like to have the option of paying
upon delivery or with a bank debit. Chinese
online buyers also prefer COD, but also pay
cash at a post office or use a debit card.

Swedes are most comfortable paying online
with debit cards, while Australians prefer
credit cards.

Japanese consumers prefer to order online,
but pay cash at konbini, local convenience
stores such as 7-Eleven, where they pick up
their purchases.

Business users prefer to stick to their tried
and true means of payment, although
employees use credit cards for smaller
purchases.

Table 4.4 Sample Payment Preferences
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large-scale business procurement through auctions, any variation
could be very expensive, so the price is usually set in dollars or euros.

2. Which payment mechanism should you support? Without support for
local credit cards—such as the Eurocard or Japan’s JCB—there
would be high numbers of abandoned shopping carts. For example,
many Germans have no credit card, preferring instead to pay on de-
livery or use bank drafts.!® In fact, many international customers ex-
pect a hybrid transaction in which they select and order products, but
pay for and pick them up offline. This is the case in a number of coun-
tries regardless of their Internet penetration. In the Netherlands, for
instance, where Internet penetration has reached more than 30 per-
cent, almost half of all online purchases were paid offline in 1999 with
bank drafts.

To do business internationally, you must arrange for alternate pay-
ment means; the right credit cards, smart cards, phone cards, install-
ment, invoicing, and personal checks are some commonly used pay-
ment mechanisms outside the States. Business transactions have
their own established set of payment schemes, including SWIFT,!
Customer Direct Access (CDA), other forms of wire transfer, letters
of credit, and more traditional forms of exchange, such as barter.

3. Who pays international shipping and handling? One question that
comes up frequently is whether people in any country would pay out-
landish shipping and handling charges to have things shipped from
halfway around the world. Even in-country charges turn off con-
sumers: 63 percent of U.S. online shoppers abandoned transactions
because they distrusted shipping and handling charges.'? Seventy-
three percent of consumers calculated the entire cost of a product
with shipping and handling as part of their purchase decision.

So how do international consumers feel about more expensive interna-
tional shipping rates? It depends. If products are woefully expensive, some
people will gladly pay the added charge as Japanese consumers have long
done to arbitrage their country’s distribution system for software, cos-
metics, and golf clubs.

‘What should you charge in a given market? Once again, look to your lo-
cal colleagues, ask customers, and see what your competitors are doing.
Let the market tell you.
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Product Politics: Things That Can Land You in Jail

Once you decide what products you will offer to people in receptive mar-
kets, you will have to determine whether it is legal to sell them there. You
will find yourself researching laws that regulate how your product oper-
ates and how you sell it. Stop! Pick up the phone right now and call your in-
house counsel or retained legal advisors, both in your headquarters coun-
try and wherever you intend to sell.

Let the lawyers help you with the arcane legal and regulatory nits that
show up where the Eighth Continent intersects with the physical world
(see the following box). You will also have to deal with tariffs, taxes, pri-
vacy laws, the business climate and environment, and other minutiae that
affect sale in a given market. I discuss these geopolitical aspects of doing
business internationally in Chapter 5. The balance of this section deals
with product legality.

Welcome to Free Trade—Sort Of

Following is a handful of geopolitical issues exacerbated by the Internet. Feel
free to use them as | do: as boardroom ammunition and cocktail party chatter
to emphasize the importance of getting a good attorney to accompany you on
your globalization journey.

* “Leave my culture alone.” Canada restricts the amount of news and enter-
tainment from its neighbor to the south. Saudi Arabia’s government blocked
citizens from seeing Yahoo! clubs that published content that it found offen-
sive or pornographic.

* “Let’s play by my rules.” Protectionism, retaliatory tariffs, and plain foolish-
ness underlie many international spats. For example, in early 2000 the Euro-
pean Parliament did away with “The Two Chocolates Policy,” a 25-year old
ban on British chocolate that used some vegetable fat in place of more ex-
pensive cocoa butter. Brazil charges a 200 percent duty on imported CDs,
even if they are purchased by Brazilians through eBay.

* “Keep my people healthy.” The U.S. Department of Agriculture bans raw milk
cheeses, a tasty but potentially lethal treat. Mad cow disease and foot-and-
mouth disease together excluded British beef from European butcher shops.
In addition, many countries object to U.S. agricultural products that have
been genetically engineered.

* “Don’t trade with the enemy.” Cold War policies and a vocal immigrant com-
munity block U.S. trade with Cuba. Until recently, Iranian caviar was off the
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menu for American diners. Encryption software and supercomputers—in-
cluding the Apple Mac G4 graphics workstation—cannot be sold to U.S. en-
emies, real or imagined, for fear that they could be used to build advanced
weapons or crack secure databases. Even graphite golf clubs cannot be
shipped to certain countries because they could be ground down and used
for ammunition.

Potential lllegality Where the Eighth Continent Meets the Other
Seven Ifyou think that you do not need legal assistance, consider some
more examples of what you can and cannot sell online. Besides limiting
what you can actually sell, these exclusions and exceptions will affect var-
ious bits and pieces such as your corporate information page laying out
what your firm sells and your online product catalog:

® Dominant components define the relevant laws. Eastman Chemical
found that North American Free Trade Agreement (NAFTA) regula-
tions restricted what it could sell in Mexico. One U.S. retailer ran into
regulations wherever it turned. Some products were manufactured
from components sourced in different countries, thus causing its
lawyers to determine which piece was “dominant” so that it could pay
appropriate tariffs. For example, the company sold salt and pepper
shakers made from inexpensive crystal sourced in one country and
tops of pure silver from another country.

o Watch out for dual-use products. The U.S. government restricts the ex-
port of dual-use items; for example, you might sell a computer that is
intended for weather predicting but that can also be used in the man-
ufacture of missiles and nuclear warheads.

In _Addition to Counsel, Where Can You Turn? Unfortunately,
there is no international registry of all laws that could affect your plans for
global sales, but there are some excellent resources that you can turn to.
Even with these sources, though, you would be well advised to retain a law
firm with international expertise.

¢ The U.S. Department of Commerce’s Bureau of Export Assistance
(BXA) provides detailed information about many countries in the
world, its business practices, and guidance about export restrictions.
Other countries and major cities offer similar resources, such as Lon-
don’s Chamber of Commerce and Industry.
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¢ The International Chamber of Commerce provides general informa-
tion as well as links to its units in countries around the world. Contacts
in the individual countries should be able to provide basic advice on
getting started.

e Law firms around the world have recognized this opportunity and can
provide counsel for individual markets. Contact your local bar association
to find law firms with international expertise and in-country affiliates.

Tally the Scores—Then Make Your Decision

Once all three Ps are in alignment (see Table 4.5), you must deal with the
classic questions of marketing—the four Ps of price, promotion, place-
ment, and position—and your ability to meet the conditions and expecta-
tions of the people to whom you want to market. For each product, you will
build a matrix that says, for a U.S.-based company, “Go to market” or “Yan-
kee, stay home.” Companies that have not yet developed a systematic ap-
proach to entering international markets will find this section useful. If
your firm already has a global presence, you will find that this information
complements common methodologies for setting revenue targets, dealing
with competition, and meeting other business goals laid out in Chapter 2.

Develop Tiers and Waves of Support = Globalization is not a binary
thing; furthermore, you should not view it as a monolithic “do everything
immediately” kind of task. Because each international market is different
and has its own needs, your approach should be sensitive to those re-
quirements as well as to your own budget and resources.

As many of the early movers have gone global, they have adopted a
tiered strategy to make sure that they do not bite off more than they can
chew (see Table 4.6). With this approach, these firms have laid out a ra-
tional movement into new markets, offering equivalent levels of content
and functionality for companies in the same tier. These early globalists
have also staged their rollouts into new markets, making sure that they in-
clude systematic test and validation suites. Chapters 6 and 7 evolve this no-
tion of tiered support, adding in the service level agreements introduced
in Chapter 3.
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Port- Pene- Polity Action Example
able tration

\ y S All axes are aligned You sell travel and
for your global success. leisure products to
Canadians, or books
to the English.

\ %) S The product and politics ~ Online penetration is
line up, but the population  too low for the
just isn’t ready to buy on demographic that

the net. might buy your
product.
%) \ \/ The product isn’t right You want to sell
for sale outside your genetically modified
traditional trading area, brie to the French.

although it would be legal
to sell and the population
does have the means to

buy it.

\/ \ %) The product and You want to sell
demographics are right, missile parts to
but legal or logistical countries formerly
issues hinder success. categorized by the

U.S. government as
rogue states.

Table 4.5 Decision Matrix for Product Offerings in Individual Markets

Note: As you consider the three Ps (product portability, Internet penetration, and the polities) of each
market as they relate to your product offerings, plot the results on a chart like this. List all of the de-
cision criteria and use the chart to document your decision. You may wish to get more scientific and
use a numeric score instead of the simple  for “Go for it” and & for “Forget about it.”

Accelerating Your Global Journey

Any journey requires planning and provisioning. This one is no different.
You have to consider the destination—here, your country-language pairs
that equate to markets. You have to work with your colleagues around the
world to determine which of these destinations make the most sense for
your company. And once you choose these markets, you have to figure out
how and when you will get to each. Upcoming chapters will lay out the
gritty work around building an international presence in more detail.
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Market Tier How many? Level of Support
Mother ship Just one: e All corporate content
(corporate HQ) headquarters ¢ Interactive systems including

personalization
* Logistics, legal compliance, and other
local elements

Megamarkets English, Chinese, e Basic corporate and product content in

(markets where Spanish several megalanguages (multi-national

languages are languages)

shared with * Customs and commercial practices

other countries) seen at the Web site are not specific to
any one country where that language
is spoken

* Generic logistics relying on DHL and
UPS, which can ship anywhere in the

world
Tier 1 Top3or4 » Top few levels of corporate content
markets translated into local language

e Locally generated content

* Major interactive functions such as
personalization and sizing calculators

¢ Logistics, legal compliance, and other
local elements

Tier 2 Next 6-10 * Basic corporate information translated
markets into local language
e Locally generated content

Candidates All other markets « Watch list of markets to monitor as you
determine when a given country-
language pair should be promoted to the
next tier up; SLAs should include criteria
for promotion

Table 4.6 Tiered Support for International Markets for Year One

Note: This table represents the archetypal strategy for a number of companies with which | have
worked. Individual detail and numbers differed by company size and appetite for globalization, but this
table gives a general idea of what is required. Note that this table deals with externally facing sites. As
noted earlier, internal employee and supply chain support might take a quicker path.

Mira’s Log

Mira initially felt that anything less than a full-scale assault on the interna-
tional Web would put the company in a net negative position several years
out, but she soon learned that she had to be more strategic in her choice of
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markets. Her analysis of the opportunities yielded a thorough country-by-
country understanding of how individual products could help Acme meet its
goals and objectives without breaking the bank. She relied on in-country ex-
pertise for her analysis, finding that having resources on the ground painted
a much more realistic portrait of the target countries than did just reading
analyst veports.

Now she had a handle on the most demographically correct markets and
on which Acme products might make sense for those markets. She would con-
tinue her work with in-country staff and her executive advisors, documenting
a process for picking a market that Acme would support, specifying the level
of service that it would be given, and placing that country-language paiv in a
matrix laying out its expected availability, resources required, and cost.

Her next step was to figure out how to sell the products themselves. This in-
volved digging deeper into the legality of Acme’s online plans for interna-
tional commerce—once again with her old friend, the corporate counsel.



The Laws of the
Eighth Continent

Mira now had a pretty good idea of which products Acme could reasonably
and legally sell in markets around the world. She realized that her customers
on the Eighth Continent have dual citizenship: Because they live in countries
with different legal and business requivements for commercial trade, Acme’s
efforts to sell to them online would be subject to the laws of their governments.

Her next task was to probe the legality of how Acme might sell its wares to
customers in her target markets. Tops on her list to vesearch were legal issues
such as jurisdiction, taxation, privacy, contract law, and content itself—as
well as equally vexing religious beliefs with the force of law in some of Acme’s
target markets. She picked up the phone and called the company’s general
counsel in Boston and set up a meeting to review Acme’s legal challenges as
1t sought to improve its online presence in markets around the world.

You’re Not in Kansas Anymore

As Mira prepared to bring Acme’s products to the global market, she
quickly learned of the wide array of legal issues that she would first have
to address. These include the following:

o These legal issues affect your relationships with consumers. The issue of
privacy has an immense political, cultural, and personal effect on
people, such that it could turn them off from dealing with your com-
pany. Similarly, taxation—or lack of it—is one thing that draws indi-
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viduals to buy on the Net. With that element removed or in jeopardy,
you might find fewer people willing to buy.

® The same issues shape your relationships with employees and partners.
These issues apply to your internal network as well. For example, on
the Intranet, collecting information about employees and sharing it
globally poses problems for multinational companies.

How should you approach these problems—and this chapter?

1. Educate yourself: Read this chapter to gain some basic familiarity with
the hottest, most relevant issues that you will face as you look beyond
your home markets. I did not intend (here is my legal disclaimer) for
it to replace the most essential component of your global legal strat-
egy, which is sound legal advice.

2. Get a lawyer. There is far more nuance and precedent to the law than
any single book could provide, and the laws, as you will see as you
read this chapter, are in a constant state of flux and interpretation. Call
your corporate legal counsel and get him or her on your team. If you
have business units in other countries, involve them as well. Your in-
ternal and external counsel may not have the requisite experience,
but they can call on their networks and affiliated firms that do.!

You should look for both Internet savviness and international ex-
pertise. On the Web front, look for general experience in laws gov-
erning e-commerce transactions and interactions, especially as they
relate to your market sector. Internationally, narrow your list to your
law advisors who have a multijurisdictional practice, a network of con-
tacts, intellectual property expertise, and country-specific expertise
in laws regulating whatever it is you plan to do in that market.

3. Organize. Besides adding legal talent to your international team, make
sure that employees who produce, edit, and approve content get edu-
cated as well. This chapter suggests best practices including the adop-
tion of a high-road approach to privacy and a core content catalog that
has been certified for world consumption. Along with a service level
agreement that guarantees updates and resources, this is one way
that early movers have found to keep their content, policies, and pro-
cedures legally compliant for the markets in which they operate.

Asyouread this chapter, you will note my Eurocentrism. Itis deliberate:
Over the last few years the European Union has defined a comprehensive
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legal foundation for the Eighth Continent, predicated on a strong belief in
individual privacy and the rights of the consumer. I believe that this model
is one that both companies and other governments should leverage as
they appeal to new markets worldwide.

Why Worry about Laws in Other Countries? You work for a UK.
company, running your Web site out of Slough. Why should laws in other
countries concern you? By virtue of your company’s international selling
activity, it could be sued in a foreign court for a number of causes of ac-
tions, including such things as defamation of character, copyright infringe-
ment, or illegal content, such as Nazi memorabilia in France or pornogra-
phy in Singapore. Take the example of a foreign customer who is injured
by a defective product she bought at your Web site: In today’s rapidly
evolving Internet legal climate, you may find yourself the defendant of the
suit not only at home if a foreign court asserts “personal jurisdiction,” but
in the foreign court as well.

Courts and legislatures around the world continue to grapple with the
problems caused by cross-border commerce. Until now the European
Commission has taken the position that the laws in the country where the
consumer lives should govern online transactions, but it is now reconsid-
ering that position.? The Hague Convention on Jurisdiction and the Recog-
nition and Enforcement of Foreign Judgments intended to establish the
idea that judgments in one country should be enforceable in another.
However, this does not work when consumers live in nonsignatory coun-
tries. In certain cases, one country’s courts may decide that a particular
law or judgment of another country is inconvenient or otherwise not wor-
thy of enforcement. Add to this the fact that international judicial bodies
such as the World Court have no way to enforce their judgments. At the
same time, people around the world have been trying to turn the U.S.
courts into international arbiters.?

In this confused state of affairs and potential for legal exposure, you
have no choice: You must worry about the legality of your products and
Web presence in every market where you have a customer.

Answering to a Higher Authority Business on the Eighth Continent
must contend also with regulation by nongovernmental bodies such as inter-
national organizations and churches, two of the other polities introduced
in Chapter 4. Although they do not carry the force of law, religious and cul-
tural taboos can get in the way of business at an international or ethnic site.
For example, women featured in European and American advertisements
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and Web sites will be viewed as offensive to Muslim piety unless they are
entirely covered by a chador. Financial sites that deal in interest paid or re-
ceived will violate the Koran’s stricture on 7iba, usually defined as usury.
At the Vatican, Roman Catholic leaders in early 2001 fretted publicly about
the accuracy of translated papal edicts, especially for countries that take a
more egalitarian approach to gender than does the patriarchal Church.

Nongovernmental Activity Several leading American and European
business organizations do not want to leave consumer protection up to the
governments.* The U.S. Better Business Bureau, Federation of European
Direct Marketers (FEDMA), and the Association of European Chambers
of Commerce (Eurochambres) are creating a Good Housekeeping-like seal
of approval for online commerce. Their goal is to create a retailer’s code of
conduct that will remove the anxiety of buying from a foreign retailer by spec-
ifying a consistent standard for customer service and dispute resolution.

The bottom line: International and ethnic sites must be sensitive to the re-
ligious, cultural, and government-regulated legal expectations of a market.

Prepare for the End of the Tax-Free Internet

If the governments of the world had time to deal with only one Internet is-
sue, taxation would be their unanimous choice.

¢ In the United States, where commerce over the Internet is typically
taxed only if the buyer lives in a state where the seller is physically lo-
cated, state governments feel the pain of lost sales tax revenue on big-
ticket electronics and innumerable books and CDs.

¢ In most other industrialized nations, value-added tax (VATs) and
other consumption levies account for about one-third of the tax base.
In Europe, these taxes average 20 percent of overall tax receipts for
each EU member state and pay about 44 percent of the total organi-
zation budget.

The World Trade Organization (WTO) and the Organisation for Eco-
nomic Co-operation and Development (OECD) actually succeeded in con-
vincing member nations to refrain from imposing taxes or tariffs on the In-
ternet—at least for now.> What has thus far baffled legislators is the same
thing that terrifies many of the online businesspeople with whom I have
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spoken: the wide diversity of taxing schemes. In the United States alone,
50 states, thousands of counties, and tens of thousands of municipalities
have the authority to levy sales, use, and excise taxes on their citizens’ pur-
chases. How much they charge and which goods escape vary from state
to state. American online retailers and other distance sellers such as 1-800-
Flowers and L.L. Bean, faced with the prospect of supporting each pos-
sible permutation, advocate no tax or the same tax scheme everywhere.
The same unitary logic applies to their international initiatives.

Listening to their constituents and following the lead of a 1998 WTO res-
olution, the U.S. Congress imposed a moratorium on any taxation of the
Internet, including taxation on access or transactions.® In its April 2000 re-
port, the Advisory Commission on Electronic Commerce (ACEC) recom-
mended that the taxation moratorium should be extended another five
years, that the WTO tariff resolution should be made permanent, and that
any taxes placed on Internet access—whether federal or state—should be
permanently banned.”

Avoiding Permanent Establishment Many countries have agreed
to abide by the U.S. tax-free approach and the principles outlined in the
WTO resolution while congressional aides and European bureaucrats
study the issues. While they ponder, though, you should be careful about
how you enter a given market. Member-states of the European Union can
tax e-commerce indirectly through their VAT. The payment depends on
what, where, and to whom goods and services are sold. Any physical pres-
ence—such as locating your Web server, becoming a local ISP, or keeping
computer hardware in place long enough in an EU country—could lead to
what tax attorneys called permanent establishment status of your company
in that country. Again, consult your legal counsel.

On the tax front:

¢ For an American company selling in Europe, permanent establish-
ment status means that you would be liable for collecting VAT from
your customers in Europe. While you would be able to credit any VAT
that you pay against your U.S. income taxes, you still end up bearing
the fairly substantial burden of collecting, administering, and paying
VAT in Europe. U.S. tax regulations concerning these credits are
highly complex. Because of the differences in tax rates between the
United States and Europe, some American companies find them-
selves having to carry foreign tax credits from year to year, thus ef-
fectively losing the time value of their money.
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¢ Non-American companies selling into the United States get a pass—
for now—and do not have to worry about collecting taxes. However,
that changes if you set up a physical presence in the States, thus
changing your status to that of permanent establishment. As with
Americans selling in Europe, though, you should check with your
own tax law advisors and accountants.

The net: International taxes can be complex and potentially very expensive, so
engage tax experts with country-specific expertise and knowledge. They will
thoroughly research VAT policies for any country you intend to enter, deter-
mine whether your company is likely to be judged a permanent establishment,
and develop the procedures to keep you from having to collect taxes. You
should also retain these experts to watch for and help you plan for the day—
and you can be sure that day will come—when the Internet tax holiday ends.

Define a Holistic Policy for Protecting Consumers

Prospects in any country will not buy if they do not trust you, your prod-
ucts, or your selling practices. Some markets, especially the United States,
rely on the goodwill of companies to police themselves or adhere to Better
Business Bureau practices—at least until there are flagrant violations of
basic consumer rights. In other markets, governments have regulated the
selling process, the contracts, and the use of customer information that com-
panies collected before, during, and after a sale (see Figure 5.1). Whether
there is a legal obligation to do so, if you want to succeed online, you have
no choice but to develop a modus operandi that makes buyers feel com-
fortable, safe, and secure in their purchase.

Selling internationally creates a conundrum for companies that previ-
ously sold only to a domestic market with at least a commonly agreed-upon
approach to dealing with customers—if not a well-defined set of regula-
tions. Because the Internet exposes your practices in any given market to
scrutiny by customers in any other market, though, it will be tough to jus-
tify lesser quality or fewer rights in a market just because the government
requires less protection in those markets.

Instead, the best practice of market leaders is to provide a similarly high
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Before the Sale The Sale Itself After the Sale

Repeat
Suspect Prospect n Customer cUstpomsr
Detailed information Detailed information
+«  Company Order
Products Returns

«  Privacy «  Cancellation
«  Policies Contract *  Service
Signature
Jurisdiction

Treatments of any information collected in customer life cycle

Figure 5.1 Journey from Suspect to Loyal Customer

Note: A sale on the Web is more than just the monetary transaction itself. Someone interested in what
you have to offer visits your site. If the interest warrants, this “suspect” becomes a prospective buyer.
When the sale is completed and a contract is signed, your company now has a customer that you hope
will turn into a repeat customer. To make that happen, often you must provide good service to the cus-
tomer after the exchange of value. The EU directives mandate proper use of any data collected during
that arduous journey from suspect to repeat customer.

quality of experience and protection in every market in which they choose
to operate. You can do that by standardizing based on the regulations of
the most rigorously regulated market in which you operate—in much the
same way that many automakers build their cars to stringent U.S. emis-
sion and safety standards. In the case of the Internet, that will mean ad-
hering to the European Union’s Directives on Distance Selling and Pri-
vacy.® Initiatives such as the Better Business Bureau’s online efforts to
improve Web site reliability promise to be a subset of the EU directives.’

Information That Must Be Provided before the Sale More than
any other body, governmental or otherwise, the European Union has
taken the lead in protecting the rights of online consumers and business
buyers. Its Directive on Distance Selling is meant to increase consumer
confidence and so strengthen the single European market by providing an
agreed minimum level of consumer protection. The directive applies to
companies selling goods or services on the Internet, by digital television,
by telephone, by mail order, or by fax.

As with any EU directive, the Distance Selling act does not have the
force of law. Instead, each member country must pass its own national law
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Required Information Details

Company Your company’s name
Your address

Pricing The price including VAT and other taxes
Any shipping, handling, or other delivery charges
How long the price will remain valid
Any payment options that are available

Delivery Delivery details—the default is within 30 days

Cancellation A statement of the customers’ right to cancel within
seven days of delivery if they don’t like the product
or have changed their minds. The idea behind this
cooling-off period is to give consumers the same op-
portunity to examine products or services that they
would have if they bought them in a brick-and-mortar
shop.

Downloaded books, audio, and films are not subject
to this provision. Other obvious exceptions include
personalized items, perishable items, services deliv-
ered within the cooling-off period, and sealed items
such as audio or video products that have been
opened.

Duration The minimum period that the customer is obligated to
a contract for a continuing service. For example, a
cell phone contract typically lasts a year.

Substitution A statement that you will ship a substitute product if
what the customer specified isn’t available. You must
also note that you will pay return shipping charges if
the customer doesn’t want the substituted item.

Table 5.1 Information That Must Be Available before Placing an Order

Note: The European Union’s Directive on Distance Selling specifies the information that you must pro-
vide to the buyer before an order is placed.

to implement its provisions. Although each variant will differ in wording
and nuance, you should be able to craft a policy for your company that ad-
heres to the spirit and letter of each country’s law by adhering to the di-
rective. The presale provisions are pretty straightforward, outlining the
basic information that a consumer needs to decide whether to buy form
you (see Table 5.1).

What Is Required during the Contracting Phase “Click-through”
agreements—the “I Agree” button present on many Internet sites—form
the most common contract between an online buyer and a seller or be-
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tween a reader and a content provider. Because it is impossible to negoti-
ate separate agreements with every user, click-through agreements are
the most widespread type of Web-based contract. However, both click-
through agreements and the contracts governing a purchase pose many
problems. This is where you need to bring in lawyers for basic contractual
hygiene.

To assist in contract formation, the European Union passed the E-
Commerce Directive to remove any legal impediments to the enforceabil-
ity of electronic contracts.'® This directive provides for the following:

e Electronic agreement. All member states must ensure that contracts
can be signed electronically (see Table 5.2). Available forms of elec-
tronic signatures include certificates, biometrics such as fingerprints,
and encryption.!!

o Statement of compliance with national laws. EU member-states must
maintain restrictions on electronic contracts only with regard to con-
tracts requiring, by law, the involvement of the courts, public author-
ities, or professions exercising public authority. What this means is
that you can engage in e-commerce in all EU signatory countries as
long as you comply with the laws in your member state or in the mem-
ber state in which you are legally established.

e Contract enforceability. The E-Commerce Directive also states that
click-through agreements are enforceable and calls upon all member

Use of e-Signature What It Does

Authentication Confirms the buyer’s identity

Authority Determines whether the other party has signing
authority

Integrity Guarantees that the contents of the document have not

been changed or altered in any way

Authenticity Verifies that the electronic file has come from the
claimed party

Legal commitment Legally binds the buying or selling party

Nonrepudiation Ensures that the original signing party cannot later
claim not to have signed

Table 5.2 Uses of Electronic Signatures
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states to reflect this fact in their national statutes. However, because
individual countries might have more stringent measures than what
the European Union mandates, make sure that your online contracts
comply with all consumer protection laws.

® Private autonomy. Within the European Union, a contract is governed
by the law chosen by the parties to the contract in what is called
private autonomy, as long as this choice does “not have the result of
depriving the consumer of the protection afforded to him by the
mandatory rules of the law of the country in which he has his habit-
ual residence.” This choice is normally designated explicitly in the
contract. If it is not, then the governing law is that of the country in
which the consumer normally lives. If your click-through agreement
specifies U.S. law, though, it will likely be overridden to the extent that
the consumer’s home country provides greater protection.

Obligations after the Sale  Once the transaction has been completed,
your responsibilities under the more stringent European regulations do
not end. Besides shipping the order or delivering the service, you have to
let the customer know how to cancel the order (see Table 5.3). You also
need to provide a physical address to which the consumer can complain if
there is a problem. In addition, you must make a statement of any postsale
guarantees or service availability, and you have to indicate who is required
to pay for any returned goods.

Required Information Details

Cancellation When and how to take advantage of the cooling-off
period. If it'’s a service agreement with no stated ter-
mination date, details on how to cancel.

Address A physical address where the customer can com-
plain. This cannot be an e-mail address or the Web
site’s address (URL).

Guarantees Statement of any post-sale guarantees or service
availability.
Fees Statement of who pays for any returned goods.

Table 5.3 Information That Must Be Sent with an Order

Note: The European Union’s Directive on Distance Selling specifies details about the transaction that
you must provide to the buyer along with the order.
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Best Practices for Contracts

1. Engage the services of counsel with international expertise. Laws are
tricky, constantly evolving, and subject to interpretation. While this
section outlined some major contractual issues, it by no means cap-
tured all of the detail that you need to play nice in other countries.

2. Translate your contracts, if not your entire site. The first thing you
should do is make sure that you translate your click-through agree-
ment into the language of your target market, employing local coun-
sel both to ensure accuracy and to add any pertinent local rules and
regulations.

For example, a German court will not enforce a click-through
agreement that was not available in German. A consumer could argue
that he did not realize that he was entering into a legally binding con-
tract because he could not read it. The scope of translation could be-
come an issue as well if the court interprets your entire Web site as
constituting the contract with the consumer, meaning that your fail-
ure to provide translated presales information, product detail, all
transactional detail, and postsales follow-up could invalidate your con-
tract with your customers.

3. Create a generic international contract. To protect yourself in markets
where you have not yet translated your agreements, develop a con-
tract that will serve as the default until you do. To the degree that your
resources allow, have your legal counsel review that generic agree-
ment for its enforceability in markets that generate measurable traf-
fic but do not yet justify localization.

4. Specify whose laws apply. Note in the contract that any disputes will be
resolved according to the laws of your country. Lawyers suggest that
you clearly indicate where your business is located on every page in
order to make it entirely clear whose rules you operate by.

The net: What the European Union means to convey with these directives is
the need to communicate clearly to your customers the nature of your busi-
ness, where it is located, what you sell, how you sell it, and how you will serve
them after the sale. You must make sure that your online business in each
market complies with the governing law. One way to do that is to adopt the
regulations of your most stringent markets as your corporate baseline.
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Protecting Customer Privacy

User profiling—tracking Internet browsing and buying habits—under-
lies the highly personalized experiences offered by companies ranging
from Amazon to Renault. This personalization depends on powerful soft-
ware that matches a marketing offer with a visitor. Information can be
gathered from the user’s e-mail address, from a registration with volun-
tarily provided information, or from a cookie, a small file on the user’s com-
puter that tracks previous behavior.

These identifying tokens allow the software to observe specific users,
analyze their behaviors, and then interact with them by offering choices
that make sense in that context and by responding with appropriate offers.
Ideally, the software “learns” enough from the customer’s interaction to
improve the experience the next time around (see Figure 5.2). The soft-
ware may anonymize visitor data, making recommendations based not on
an individual but rather on behavior common to people with similar char-
acteristics.

This profiling presents a dilemma for Internet users and raises serious
concerns about how that information might be used. For example, what

Observe Analyze Interact Act
Collect & record Profile prospects Recommend Get feedback &
=—i data about & model choices & act on refine
‘ visitors interactions responses experiences
Anonymize

Remove detail
that identifies an
individual

Figure 5.2 Personalization Cycle

Note: Personalization on the Web mimics the work of a good salesperson in the real world. Over time,
the seller observes the behavior of an individual prospect, perhaps categorizing that potential buyer
into one of several general categories: impulse buyer, looker, family-influenced, and so on. By con-
tinually analyzing and comparing recommendations against behavior, the salesperson reinforces the
value of the categories and his or her observations. Then the salesperson steps in to make the sale.
Personalization works much the same way on a Web site, but across a larger number of prospects
and in real time.
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other companies can see it? Will it be made available to government in-
vestigators? What should be done if a child tries to register?

This dilemma about wanting a better experience while demanding con-
trol over information translates into a market demand for you—and a set
of governmental regulations created to make Web consumers more com-
fortable doing business with people they cannot see. For example, the Eu-
ropean Union’s Data Protection Directive states that personal data can be
collected only for specific and clearly defined purposes. Therefore, if you
want to track what Italian visitors to your site do, you must clearly indicate
this fact in your site’s privacy statement, a prominently displayed announce-
ment to visitors that explains exactly what you intend to do with data that
you collect from them and what rights they retain over that information.

Over 40 countries now have privacy laws in place. The European Union’s
regulations on privacy are only a directive with no force of law, so each EU
signatory will have its own national law based on the Directive. Because
Internet privacy laws can differ significantly between countries, you must
test the legality of your privacy statements, customer data collection, and
data usage practices against the rules and regulations of these countries.

Thankfully, the European Union and the U.S. government have been
working to reduce some of that legal unevenness. In a North Atlantic pri-
vacy initiative, the two polities worked to reconcile their laws regarding
the use of customer data, culminating in the Safe Harbor Agreement,
which took effect in 2001 (see Table 5.4). National versions of the EU Pri-
vacy Directive are mandatory for European companies. The Safe Harbor
principles apply to American companies transferring data about a Euro-
pean to the States for whatever purposes. For example, an American com-
pany might have a branch office in France that employs a number of French
employees. Before the French unit can transfer any employee records to
the parent company in the States, the U.S. parent must comply with the
Safe Harbor principles. Companies that do not comply would be exposed
to lawsuits in Europe.?

No Smooth Sailing to the Safe Harbor Yet = Since the Clinton era, the
U.S. government has advocated industry self-regulation, an approach that
many American companies prefer to government regulation. TRUST-e
and BBBonline have created nonprofit oversight programs to foster Web
site reliability and, in the case of the Better Business Bureau’s online ser-
vice, general and kids’ privacy.”® They implement the notice, choice, and
data integrity principles of Safe Harbor but do not follow the enforcement
principle. Unfortunately, these voluntary programs do not always inspire
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Principle What’s Required

Notice A company must tell individuals how and why data are be-
ing collected, whom to contact if they have any questions
or complaints, the types of third parties their data will be
shared with, and how to limit its use and disclosure.

Choice A company must offer individuals the chance to “opt out” of
having their personal information disclosed to a third party
or used for a purpose that is incompatible with the purpose
for which it was originally collected or subsequently author-
ized by the individual. For some very personal data such as
sexual habits and orientation, the principle requires that the
data subject explicitly affirm (“opt in”) the choice.

Onward Transfer  Companies must apply the Notice and Choice principles
before providing data to third parties.

Access Individuals must have access to personal information about
them that an organization holds. They must be able to cor-
rect, amend, or delete that information where it is inaccu-
rate.

Security Companies creating, maintaining, using or disseminating
personal information must take reasonable precautions to
protect it from loss, misuse and unauthorized access, dis-
closure, alteration, and destruction.

Data integrity Personal information must be relevant for the purposes for
which it is to be used. A company should take reasonable
steps to ensure that data are reliable for its intended use,
accurate, complete, and current.

Enforcement Companies must establish procedures to settle complaints
and resolve disputes about compliance with the principles.

Table 5.4 Safe Harbor Privacy Principles
Source: Safe Harbor Privacy Principles, issued by the U.S. Department of Commerce, 21 July 2000.
For current information, visit http://www.export.gov/safeharbor/.

Note: These seven Safe Harbor theses of online commerce are intended to provide a strong founda-
tion for building consumer trust and properly treating the collection of any information about Euro-
pean subjects.

confidence. In several highly visible cases, companies were caught sur-
reptitiously collecting personal data, but TRUST-e failed to revoke its cer-
tification.’* Until these programs do more than suggest privacy platitudes,
consumers will not trust them to protect privacy rights.

These instances illustrate the limitations associated with self-regulation.
In fact, both U.S. and European firms have found themselves outside the law:
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¢ According to a survey conducted by the London Chamber of Com-
merce, 44 percent of businesses in the United Kingdom are not exe-
cuting online strategies specified by the Data Protection Act guide-
lines, the U.K. implementation of the EU Directive on Privacy. Forty
percent surveyed did not know if they complied with the law.'> Of the
worlds’ top 100 brand names, only one complies with English law on
e-mail business communication.'®

¢ In a spring 2001 Computerworld poll of 300 information technology
(IT) managers and other attendees, 69 percent said that their compa-
nies do business outside the United States, but 48 percent have not yet
dealt with international privacy regulations.” Twenty-six percent said
that they simply copied data privacy policies from other businesses, a
real problem if they are ever audited and if their posted policy does not
reflect how your company really handles information.

¢ The United States might still renege on the Safe Harbor agreement,
as some senators threatened to do in 2001, claiming that implementa-
tion would cost consumers—a proxy for “large contributors to their
reelection campaigns”—hillions of dollars. Expect this battle to con-
tinue on an industry-by-industry basis. If the United States does back
out, American firms can then be sued in Europe for violating the di-
rective’s requirements whenever data is transferred because the Eu-
ropean Union does not view the privacy afforded by the United States
as “adequate” to permit transfer.

Creating a Privacy Policy for Your Company Given the opt-out poli-
cies implemented by most U.S. companies, they now have to provide for
greater privacy in their interactions with customers to comply with Euro-
pean laws. U.S. companies will take one of a few approaches: (1) ignore the
principles altogether and stay at home, (2) do the bare minimum to get by,
or (3) adhere to the spirit and the letter of the law.

Ideally, companies will move toward adopting the Safe Harbor prin-
ciples for their customers everywhere, lest they end up in the untenable
position of providing more privacy for their foreign customers than they
do for their American compatriots—and risk being sued in Europe and
elsewhere. For example, hotelier Six Continents is making personaliza-
tion an intrinsic part of its global systems by centralizing the capability in
the software itself. The company has been able to build in a repository of
international rules that considers a customers’ nationalities before offer-
ing them promotions or other services that may not be available in their
own countries.
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Best Practices for a Privacy Policy The safest course of action—
and the one most desirable to visitors to your sites—would be to ensure
full compliance with even the strictest international electronic data privacy
laws and to inform visitors and customers of your compliance with these
standards. Some basic rules of thumb for maintaining goodwill in your tar-
get markets include the following steps to implement the principles of no-
tice and choice:

® Be upfront with your customers. Make it clear when you are collecting
data and what you will use it for. Post a comprehensive statement
about your corporate privacy policy on your home page. Remind visi-
tors about your policy whenever they disclose additional information.
This low-cost disclosure presents a real opportunity to do well by be-
ing good.

e Enable access. Let customers see their profiles and, where possible,
view the data that you have collected. Allow them to edit their profiles
or even opt out of your database. Few companies do this today, largely
because the most commonly used personalization and content man-
agement software do not support it (BM and NCR have made head-
way on creating this next generation of software).

® Give your customers a reason to share data. You can overcome dis-
comfort about disclosing personal data with incentives such as loyalty
points, access to more information or personalized sites, or special
discounts. Provide customers with good reasons for volunteering in-
formation.

Dealing with the Organizational Impact of Privacy Consumer pri-
vacy has legal ramifications, too. To protect your company, you should

¢ Designate someone who is responsible for privacy. Some companies
have actually created the role of a chief privacy officer,'® while most of
the firms that I interviewed have designated either a senior executive
or an individual in the legal department as responsible for privacy.
Over time, privacy data management will become a much more diffi-
cult problem as the volume of data and number of customer informa-
tion laws increases.

e Conduct a privacy audit both at home and abroad. Assess how you cur-
rently collect, use, protect, and employ customer data. Document cus-
tomer access to their own data and the remedies that you offer for dis-
putes. Seek in-country legal counsel that can explain the extent of
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local legislation, examine your firm’s current customer data collec-

tion activities, and identify potential conflicts.
e Create and document internal policies. Defaulting to the most rigorous
national standards, document your company’s policy for dealing with
customer data. Create a mechanism for monitoring compliance with
the policy. Educate teams across offices about the new policies and
monitor them for compliance. Where possible, develop or buy soft-
ware that you can use worldwide to collect customer data, monitor its
usage, and safeguard its integrity.
Educate your content authors. Employees throughout your company
produce information that you publish on the Web. You can ensure that
this content complies with legal requirements by adding a section to
your corporate style guide that discusses your privacy and other data
usage policies. You can also add work-flow steps that ensure that each
bit of content has passed through a legal review for a given market be-
fore being posted.

The net: The days of posting content on the Web as soon as it is written are
long gone, especially for globally ambitious firms. The chief globalization of-
ficer (CGO), working with corporate legal resources, should develop and doc-
ument policies for contracts, data usage, content, and any other written com-
munication. The CGO should include these policies in the corporate legal
guidelines, as well in any corporate style guides or glossaries. Chapter 7 dis-
cusses these guides in more detail.

Manage the Legality of the Content ltself

Nearly everyone is surprised by a business or social practice the first time
that they visit another country: The salad comes at an unexpected time in
the meal, or the service charge does or does not show up automatically on
the bar bill. The same thing happens with a Web site: Information that is
presented as a matter of course in your country suddenly becomes illegal
in another.

If you are an American, you are likely to be surprised by strictures that
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prohibit you from comparing your product to a competitor’s. You might
find that your product claims need much more substantiation than they do
in the comparatively laissez-faire United States. Regardless of where you
come from, it is pretty likely that you will be taken aback by the unex-
pected illegality of some element of any market that you enter. Again, call
in the local legal talent to help you avoid criminal content on the Web.

Case Study of a Legal Review of a Marketing Site

Consider the case of MedSupply, a fictitious firm that sells medical devices
and pharmaceutical products and provides consumers with product and
service information. MedSupply decided to expand its Web presence be-
yond the States into several promising markets in Europe and Asia. Its in-
ternational market entry team worked with its globalization director to
conduct a site audit of the company’s informational and marketing pages.
The goal was to determine the legality of both (1) its products for sale in
the United Kingdom, France, Germany, and Japan and (2) how it markets
and sells them.

o MedSupply reviewed product suitability for other markets. The team’s
review started with a list of products that MedSupply could sell, based
on market need and suitability, regulatory issues, and patents. For ex-
ample, its geriatric supplies might fill a need in Japan’s aging popula-
tion, but it could sacrifice patent protection in Brazil.

® MedSupply reviewed how it marketed products. The team studied how
the company represented products at its American site, determining
what kinds of claims and selling practices would be allowed in the tar-
geted markets. MedSupply’s analysts, working closely with the com-
pany’s in-country counsel, found that Japan was the most restrictive of
content describing products, claims, and benefits.

o MedSupply analyzed its privacy and personalization policies. MedSup-
ply actively collected information about doctors at its U.S. site, using
that information for follow-on marketing campaigns. While it did post
a privacy policy describing how it would use this information, Med-
Supply’s internal systems could not distinguish an American doctor
from a European one, thus signaling potential problems with EU pri-
vacy regulations. As expected, when it came to privacy, the United
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States was the most tolerant of MedSupply’s markets in allowing the
use of personal data.

Thus, MedSupply’s market entry team realized that the company would
have to make some tough decisions about how it represented itself world-
wide. These choices boiled down to the question of whether the company
should adopt a global standard for its content offerings, a good practice to
follow and one discussed in more detail in Chapter 3 (the concept), Chap-
ter 6 (the impact on internationalization), and Chapter 7 (where it figures
in the translation process).

MedSupply could have settled on a country-by-country approach, tai-
loring its content to the laws of each market. It could also have adopted the
least common denominator by using Japan’s regulations as the bench-
mark for its international sites. Instead MedSupply chose to create two
tiers of regulatory compliance:

1. Laissezfaire for less restrictive markets such as the United States and
future targets such as Switzerland and Sweden

2. Europeanized for those countries following the European Commis-
sion’s directives and standards

MedSupply chose this bifurcated strategy rather than deny U.S. cus-
tomers what they were currently getting. The next challenge was to de-
velop the systems that would enable this two-tiered approach, translate the
content, and, importantly, to keep everything legally compliant and cor-
rectly translated as new products emerged.

Research the Laws That Protect Your Company

Thus far we have talked about protecting your customers and employees.
Do not forget that the global markets that you are entering may not have
the same respect for your intellectual property as your home market does.
An international-savvy law firm can identify major areas of exposure, but
there are two issues that most companies face:

1. Protect your brands by registering domains in target markets. Although
the limited number of unique domain names and the phenomenon of
cybersquatters buying up well-known names will make it difficult for
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some companies, best marketing practices dictate that you register
your names and brands with country-specific domains—such as .de
in Germany and .co.uk in the United Kingdom. Consumers in coun-
tries often prefer to do business with branded, localized firms such as
www.travelocity.de.

AmBev is a good example what can happen otherwise: American
Beverage Corporation, a unit of the Dutch food group Royal Wessa-
nen, is known as www.ambev.com on the Web, while the Brazilian
Companhia De Bebidas Das Americas owns www.ambev.com.br.
Each company has built equity in its home market around the AmBev
name, but each is limited in the other’s market. Make sure that get-
ting the domain name for your brands and product in countries you
intend to sell is part of your market entry strategy.

2. Protect your intellectual property. Check on trademarks, copyrights,
and other intellectual property that your company owns but that
might come under legal challenge in other markets. In the United
States, first use of a trademark typically guarantees it some protec-
tion, but explicit registration is a good idea. In Europe, a single filing
is adequate for all EU countries, but elsewhere you must register
in each country—sometimes in person. Similarly, just as business-
method patents such as Amazon’s “one-click” ordering method will
be disputed in the Untied States, they will face even closer scrutiny in
other markets.

Don’t Try This at Home without a Legal Safety Net

This chapter introduced the vicissitudes of the various legal environments
on the global Web. Unless you prepare your site, corporate policies, con-
tent, and teams for the complexities of this variegated world, you might
find yourself on the wrong end of a lawsuit, in arrears on taxes, or facing
EU action for illegally transferred data. This chapter outlined some of the
best practices employed by companies that have already gone global. The
very best practice, though, is to get some market-savvy legal counsel on
your team right away.
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Mira’s Log

Mira learned far more about the legality of international trade than she ever
wanted to, but she valued this basic education in the issues and argot of the
legal trade. She added a slot for legal help in the organizational chart that she
had drawn. Her next job was to figure out how to pull together the content, cul-
ture, and logistics of selling internationally.



Building the Foundation
for New Online Markets

With legal facts and market entry details in mind, Mirva now turned her re-
search to actually building Web sites with international appeal. Her first in-
clination was to call up some translation firms that advertised in the back of
a Latin trade magazine. But first she spoke with some folks in corporate in-
Sformation technology (IT), chatted with the Web master, and called some of
Acme’s international Web site managers.

Following these conversations she realized what a tangled Web Acme had
woven. Whatever showed up on the corporate Web site at corporate or at coun-
try sites in Prague or Sd@o Paulo had passed through a maddening array of
authors, work flows, and technology—yfrom outdated mainframes at Acme’s
corporate headquarters to PCs from offices around the world.

Regardless of where it originated, IT personnel always had to perform
manual rework. In some cases that meant time-wasting file conversions and
retyping. In others, the words had lost some of their effectiveness because they
appeared with dates and numbers formatted for the United States rather than
for Europe. As Mira learned, these issues are part of the process of interna-
tionalization.!

Getting Down to the Basics of Global Content

Mira realized that most non-IT executives do not know where Web content
comes from or how corporate information systems work. She also found
that the separation between what a company posts on its Web site and how
these executives run their departments is decreasing.
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If your goal, like Mira’s, is to take these systems into new markets, you
have to understand the purpose and scope of the Web well enough to bud-
get staff and resources for developing your company’s world-friendly Web
presence.

This chapter discusses the following elements:

e Process. Here you will learn where content comes from and how it gets
to the Web.

® Organization. Based on the models outlined in Chapter 3, you will see
which organizational structures work best for going global.

® Preparation. Most content is conceived and written for a single mar-
ket and typically must morph for global publication. This activity will
often involve digging deep into corporate systems for transaction data
that is posted on your site.

o Internalization. This is the work to make information appear as in-
tended—using the correct characters for alanguage and making sure
that everything looks right for the locale in which it will be seen. While
many companies try to internationalize themselves, some are coming
to realize that it is better and more cost-effective to outsource this ac-
tivity.

e Cost. The preparation and internationalization can be very expensive
or quite cheap, depending on your company’s content authoring and
IT practices. This section lays out the tariffs associated with making
your content suitable.

Where Does Web Content Come From?

In the early days of the commercial Internet, the fact that you could put a
product brochure up on your Web site and update it when specifications and
prices changed was a quantum leap in producing and propagating timely, ac-
curate information about your company’s wares. But this old “brochureware”
approach soon yielded to online businesses such as Dell and Renault that
configured goods to your exact needs and desires. Information-only Web
sites morphed into transactional tours de force that allowed customers to
buy goods and services 24 hours a day.

As this happened, organizational charts started changing to reflect the
newfound strategic nature of the Internet, and companies stopped treating
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their Web sites as a novelty and now viewed them as a full-fledged sales
channel to generate revenue. Where the old Web was governed by getting
online fast, this officially sanctioned and budgeted Web development grew
up—some in marketing, others reporting into the mainstream IT group.
These teams trained their own support staff, implemented systems to
manage content development and publishing, and developed strict pro-
cesses to ensure that only accurate information found its way to the cor-
porate Web site.

Now that e-business has become just plain business, the supporting in-
frastructure has become just as intricate and distributed as your other
channels. In this newly codified world, specialists from across your com-
pany create product information. Various internal workflows and systems
make this content available to visitors, customers, employees, or business
partners—both on the Web and through catalogs, stores, customer ser-
vice representatives, and other channels.

These content publishing processes draw on many different sources of
information, use formal and informal work-flow processes to keep every-
one honest, and employ technology to make everything happen in a
smooth, reproducible way:

o Content and data come from every conceivable source. In a well-ordered
Web publishing process, the content authors represent many relevant
groups around the company, from marketing to engineering. They
will draw on a wide variety of operational databases in Oracle and
DB2, Word and Excel documents, and even corporate folklore to pop-
ulate the site. The bottom line: Work flows must encompass all the
systems that authors and data collectors use to populate your infor-
mation systems.
Work flows and approval processes ensure value. Once these authors
develop content, they send it on to a corporate editorial, Web market-
ing, or publishing group that is responsible for guaranteeing accuracy
and quality. These publishing groups usually establish manual or au-
tomated work-flow processes to ensure that nothing is posted without
appropriate checks and balances, and that everything is updated in a
timely fashion. This corporate publishing group may be an official
function, but it is frequently a virtual organization made up of points
on a work-flow diagram.
® Process and technology bring discipline to content delivery. Once the
work flow has been approved, technology groups use homegrown
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or commercial systems from companies like Interwoven, Oracle, or
Vignette to string it to other content on the Web site and to what visi-
tors can access.

While not perfect, these defined processes and supporting systems
brought long-needed discipline to the Web, replicating the practices in the
world of the printed world by standards like ISO9002 or by edicts issued
by individual governmental agencies around the world.

Going Global with These Processes Now consider the prospect of
entering international markets online or enhancing your established phys-
ical presence. If yours is like most companies, what you have done on the
Web in your home market—in terms of site quality and the people and sys-
tems you use to support it—is far better than what you offer in any other
market.

As companies move into international markets, many are tempted to
take shortcuts around these processes and organizational best practices.
Do not yield to this short-term temptation. Now that you have a stable,
powerful Web presence that reaches the far corners of your home market,
it is time to figure out how to take this online development rigor forward
to increase the quality of your efforts worldwide. This process of improv-
ing your company’s outward-facing Web operations will likely go a long
way toward improving the global persona of the company at every virtual
and physical touchpoint.

The net: The Web began as an experiment in marketing but evolved into a
bona fide commercial channel. As it matured, so too did the processes and or-
ganizations that supported it. Apply this same discipline and organization to
your international efforts. Given the widespread employment of Internet tech-
nology at companies, you can use this effort to drive greater awareness of and
sensitivity toward global issues everywhere in your company.

Getting the Core Content Catalog and Applications Ready to Go
Global Remember to walk before you run: Do not try to enter every in-
ternational market overnight with everything in your online satchel. In-
stead, take your core content catalog into new markets first, targeting the
markets that make the most economic sense for your company. In the case
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of a marketing initiative for a new country-language pair, you might re-
serve a subset of your corporate site to explain your company and its value
proposition with the minimum amount of content. This limited content cat-
alog lets you optimize the presentation, navigation, and rhetorical effec-
tiveness of the content itself without spreading your content authors and
translators too thin over too much content.

AtEMC, this basic content about the company’s operations and globally
available products comprises roughly half of the company’s 1,500-page
corporate site. A “page” is what you see when you click on a Web address,
and it is a commonly accepted way of measuring a site. Another measure-
ment is megabytes of database storage, a metric used by companies that
generate Web pages on demand. Eastman Chemical manages about 7,000
pages for its U.S. operation, but its international core content catalog typi-
cally employs just 50 pages describing the company and 400 pages detail-
ing its products in a given market.

Measured either way—pages or megabytes—this is a lot of information
that has to be managed and adapted for use outside the home markets of
your company. As you get started, it is easier to think about accomplishing
this smaller task in two or three markets than about taking your entire e-
business and supporting systems into the top 15 markets in the world.

This limited approach—with its enforced commonality of basic content
for the same kinds of applications in different markets—enables these com-
panies to make their branding and the look and feel of their online pres-
ence consistent across markets. In most cases, they have hosted their in-
ternational branding sites at the corporate headquarters’ site that lets
visitors interact in their choice of several languages (see Figure 6.1).

Besides providing a consistent brand image worldwide, this centralized
approach makes better economic sense than the alternative of letting each
country do its own branding effort.

Some companies that have taken this centralized approach reported
that they initially had a hard time convincing local business units to give
up their locally developed online presence. What overcame their objec-
tions was a combination of local involvement with the CGO, some form of
service level agreement, and, most importantly, actual results. For a sum-
mary of the benefits of the organizational model, see Table 6.1.

o The corporate site carries the brand internationally. In this centralized
model, headquarters makes the decisions, develops international
sites, and maintains them all from one location. Ideally, the sites share
common technology architecture, processes, and staff.
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Figure 6.1 Central Corporate Branded Site Saves Money and Reinforces

Consistency

Note:

To manage brand and costs better, many companies host their international variants at the

corporate site, which is usually reachable through some form of www.company-name.com or
www.brand-name.com because the brand is where most people start their search for information
about a company. By centralizing this international resource, companies maximize not only limited
budgets for software such as content management systems but also the efficiency of work flow, trans-
lation, and other processes. However, this may not be the right model for employee-focused intranets,
supply chains, or e-commerce sites.

In many cases, especially with American and British efforts, the in-
ternational component of a site represents little more than a listing of
contact information for each country where the company has a pres-
ence.

On the other hand, Brazilian oil refiner PetroBras offers its Latin

American neighbors the option of Spanish and English. The Por-
tuguese, Spanish, and English corporate pages share the same format
and content, thus giving all visitors the sense that they are not miss-
ing out on anything.
Each country goes its own way. When a company chooses the decen-
tralized approach, it cedes decision making to the country offices.
This model most often results from a decision at corporate headquar-
ters not to do anything internationally, so local business units take the
reins to meet their needs. Even if a firm has chosen to centralize its ef-
forts, it will sometimes find itself fighting to keep countries from back-
sliding into this model if the corporate site fails—in reality or in per-
ception—to meet the needs of a local market. Whatever the cause,
these local sites tend to be off-brand and less complete in conveying
critical information about a company.
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Publishing
Model Quality Time Cost
Centralized v’ Maximum control X Increased latency v/ Big savings
over branding, due to fewer people economies of scale in
messaging, and doing the same headcount,
design amount of work administrative costs,
v Consistent X More time as technology, training
publishing of update  content shuttles v Increased ability
schedules around the world to monitor and
v Shared process among authors, predict costs
infrastructure, translators, and
and tools reviewers
X Less tailoring of
content to client or
market needs—
unless companies
use in-country
designers and
marketers
Local or X Less consistency v Greatest respons- X More expensive in

decentralized

in corporate
branding among
country sites

X Less consistency in

iveness to market
needs as countries
devote resources to
their needs

managing schedules v’ More flexibility

for global corporate

news and products
v Maximum tuning

of content to client

or market needs

in authoring,
translating, and
reviewing content

maintaining duplicate
organizations, tech-
nology, etc.

X Less ability to
predict costs

Table 6.1 Publishing Centralization versus Decentralization

Note: There are pluses and minuses to each organization model, so it makes most sense to pick what
is right for each application. As you recall from the discussion in Chapter 3 (see Figure 3.1), compa-
nies that let each country manage its own Web site tend to have sites that are more highly tuned to
the personality and the velocity of change in that market. However, this comes at a high price: incon-
sistent brand and lost economies of scale, for example. Service level agreements with centrally man-
aged or headquarters control will help most companies overcome the shortcomings of the centralized
model and reap its benefits in scale and consistency.

® Market or application needs dictate more local control. The CGO must
determine when local needs mandate less centralized activity. For ex-
ample, given international variation in employment law or the issue
of permanent establishment mentioned in Chapter 4, a human re-
sources application or e-commerce site may require a local or regional
solution. In most cases, though, these locally controlled applications
should mimic the strategic platforms and use the corporate support-
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ing technology. The work flow and other tactical provisions that the
CGO has defined in concert with business units and geographies will
also reduce complexity, cost, and duplication.

The net: The most effective way to create and manage an international brand
online is by centralizing your efforts. The biggest loss will be in fine-tuning
content to local needs, but you should be able to soften that blow with service
level agreements combined with the strong advocacy of international repre-
sentatives to your CGO. You will win big in lower costs because of more con-
sistent branding, improved infrastructure, greater economy of scale, and the
resulting lower costs. However, some applications demand local or regional
control, and your policy should be flexible enough to respond to those needs.

Markets, Content, and Management Model Chosen, Is It Time to
Translate? At this point you have picked your target markets, devel-
oped your core content catalog, and perhaps determined that you will you
manage international sites from your headquarters country. However, ex-
cept for closely related languages and markets—such as Spanish-speaking
countries in Latin America—significant technology preparation precedes
translation, and some heavy-duty logistical adaptation follows it (see Fig-
ure 6.2). Without this prep work, translation will result in odd-looking pas-
sages—for example, French or Czech without their accents and diacritical
marks.

Lay the Foundation for Multicultural SiteS National or cultural dis-
crepancies in alphabets, measurements, currency, and representing dates
make a basic translation difficult to achieve. Before you can even think
about getting your company’s message across in Japanese or Czech, you
will have to make sure that your Web systems can handle the characters,
serve up intelligible informational and error messages, and let them buy
in kilos or pounds.

Called internationalization, this activity aims to eliminate any assump-
tions that your Web developers or system designers made about language
or locale.

¢ On the language side, much of the content and commercial software
developed for the North Atlantic zone supports only the alphanumeric
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Enable
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Adapt experience
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expectations

What it’s called: Internationalization (118n) > Translation (T9n) > Localization (L10n)
What it touches: Operating system, Words in text & images Market context
applications
Basic ¢ Language support e Accuracy ¢ Cultural fit
concerns: issues like character ¢ Quality * Business practices
sets and fonts e Current and timely * Geopolitics
¢ Territory or locale information * Legality
issues such as sorting, ¢ Cost

messages, currency,
time and data formats

Figure 6.2 Technical Prerequisites to Successful International Experiences

Note: Entering an international market means more than just translating words in text and graphics.
For example, before you begin translating, you must be sure that the software can deal with other
character sets such as that used for Japanese. Translation should not be a mechanical exercise, but
should emphasize the rhetorical nature of the Web. Finally, for your tier-one markets, the site should
meet the expectations of visitors from those countries, allowing them to interact with your online
business on cultural and business terms that are familiar to them.

characters used in that region—and thus cannot support the ideo-
graphs of the major Asian languages.

* On the locale side, the same content and software complies with a par-
ticular country or territory’s conventions for numbers, dates, currency,
and other key elements of business. Done properly, internationaliza-
tion will let your Web site display whichever language you choose to
support and give you the means to deal with whichever logistics make
sense. Internationalization enables high-quality localization, includ-
ing translation, and makes it doable from a technical standpoint.

Language Support for Displaying or Printing Languages

The first task in internationalization is giving translators the characters
that they need to do their job. For U.S. companies looking to Europe or
South America or to their own Latino population, this means supporting
the diacritical marks and special characters used just to say the words
“French” or “Spanish” in those languages—francais and espaiiol, respec-
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tively. Text might be legible without these special characters, but such a
site would not win any awards for marketing effectiveness.

Ensuring that your corporate site can display all of the languages and
currencies it needs can be tough depending on the software systems that
you have developed and bought to run your business. Few developers con-
sider or test any conditions outside their home markets when they build
their first- or second-generation e-commerce systems or commercial pack-
ages. Your site may very well support only the character set for your home
market, preventing you from even thinking about translating your core
content into other languages. Without the character sets, the translated
text would appear either without the diacritical marks that can change the
meaning of a word (in Latin-based alphabets) or as placeholder system
graphics (Japanese and other Asian languages). While the resulting non-
accented text for French or Czech will be legible by a native speaker of
those languages, your online clientele and prospects have numerous other
choices for transacting in superior renditions of their language.

Basic Technology Elements for Correct Language Representation
To represent a language correctly, you need more than just the fonts sit-
ting in Adobe’s Type Manager or Word’s font list. Table 6.2 lists the basic
elements used to store and display a language.

Worldwide, the software industry is moving slowly toward a standard
way of representing characters. Called Unicode, it will enable software to
deal with all character sets, but even basic support is still over the horizon
for many packages. Until then, most companies will tackle the character
set issue in two phases:

1. Most runes lead to Rome. Latin-based characters based on an Interna-
tional Standards Organization standard (ISO8859) will suffice for Eu-
ropean languages. This ISO convention also supports Greek and Ara-
bic.?2 Supporting the base characters is one of the many challenges
with display, storage, input, and manipulation of a writing system in
other languages.

2. They’ll take a slower boat to Chinese. Asian languages such as Japa-
nese and Chinese require that sites and underlying applications use
so-called double-byte character sets (DBCS). Many American and
European software packages do not support DBCS out of the box,
thus adding time and cost to any project involving Chinese, Japanese,
or Korean.
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Element Major Characteristics

Examples

Language

Script

One language can use
several scripts

Many languages might use
the same script

Characters such as ABC,
abc, and 123

Upper- and lowercase
variants

Writing direction such as
left-to-right

Characters grouped in
words

Word separation such as
blank spaces between
these words

Character Set The actual characters or

glyphs available to
a script

Encoding Method The number of bytes that a

Code Page

Font

computer requires to
store and display each
character

The computer’s setting for
a particular character set
and encoding

The esthetic representation
of a character set
including characteristics
like:

» Serifs or San Serif
* /talics or bolding

* Most Western European languages
use the Latin script

¢ Japanese uses four scripts: Romaiji
(Latin characters), Kanji (Chinese
characters), Hiragan, and Katakana.

e Latin

* Greek
e Cyrillic
* Hebrew
¢ Arabic
o Tamil

* Pure ASCII

* [SO 8859« for languages using Latin,
Cyrillic,Arabic, Hebrew, and Greek
scripts

* GB 2312-80 for China

* Big Five for Taiwan

¢ JIS X 0208: 1997 for Japan

* KS X 1001: 1992 for Korea

e European languages use a single
computer byte to represent each
character.

¢ Chinese, Japanese, and Korean
each require two bytes per
character.

¢ |BM CSDID 935 (EUC encoding,
JIX X 208 character set) for
Japanese

¢ MS 932 (Shift-JIS encoding,
JIX X 208 character set), also for
Japanese

* Arial (sans serif)

¢ Arial CE for central Europe

* Arial Cyr for Cyrillic

¢ Times New Roman (serif) and
similar variants for other regions

Table 6.2 Elements Required for Correct Language Representation

Note: This table describes the elements required to store and display a language properly on an elec-
tronic device such as a computer or personal digital assistant. For more information, try your favorite
search engine; the Web is full of techie sites bursting with more detail.
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Language Representation Matters for Personalization This issue
goes deeper than simply representing characters on the screen or in direct
mail promotions. Perhaps you let prospects register online for special ser-
vices and then personalize interactions to their preferences—meaning
that you have to accept input from your visitors and then process and store
what they input. This requires going beyond simple content management,
deep into the database systems that underpin most modern applications.

Try to register as “Félix Nuifiez” on almost any U.S. English-language
site such as Yahoo!, and the registration software probably will not recog-
nize the second character in the first name or the middle character in the
last name, thus creating a homogenized “Felix Nunez.” The result: If a cus-
tomer cannot register his name the way he spells it, do not expect that your
international one-to-one marketing will succeed.

Putting the Dots in All the Right Places

As you leave the foreign airport on a shuttle bus, you wonder how long it
will take to go those 10 miles or 30 kilometers to downtown or to the city
center. You think about how far that behemoth Ford Excursion might
travel on a gallon of gas or where a liter might take that Mercedes A-class.
If the radio says that the temperature will reach 70° or 20° later today,
should you take an overcoat? In short, unless you are a frequent habitué
of transcontinental flights, you probably have to perform a little bit of men-
tal arithmetic until you acclimate. Your lunch tab comes to 250 colones—
how much is that in your money?

Visitors from the Eighth Continent might have just stepped in from a
street where they deal regularly in kilos and meters, and they expect you
to understand these measurements. Indeed, to achieve effective transla-
tion, the translator must choose the conventions that are appropriate for a
given locale or territory (see Table 6.3).

® Basic measures. The bare minimum is supporting national currency
symbols and commonly accepted formats for the date, time, or tem-
perature. Visitors also expect information to be sorted according to lo-
cal standards that might be different for that market. They also expect
the “right” weights and measures, a problem that comes up fre-
quently with clothing sizes around the world.
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Element Major Characteristics Examples
Sorting The physical order in which  * Binary sort—based on a code point
products, employee value
phone lists, or results are ¢ Dictionary sort—based on language
displayed. tradition
* Assorted sorts for Asian languages
based on radical, the total number of
strokes, and pronunciation.
System messages Visible text used by the * Day names: mon or Monday

Date and time

formats

Numeric formats

Currencies

operating system, other
application software, or
your Web site.

How date and time are
displayed

How large numbers or
numbers with decimals
are displayed

How national or regional
currencies are displayed

* Month names: jan, January, 01

¢ AM/PM or 24-hour military time

* Sequence: mmddyy, ddmmyy,
yymmdd

¢ Short or long: yy or yyyy

¢ Separators: d/d/d; d.d.d.; d-d-d

* Thousands separator: comma, dot,
space

* Decimal separator: comma or dot

* Negative numbers: —x, x—, (x)

¢ Symbol position—before or after the
amount

¢ Debit amounts: $x, —x$, $x—, $—x,
($x)

* Subunits—for example, no 1/100 yen
in Japan

* Rounding rules—for example, Swiss
francs round to .05 increments

Table 6.3 Locale-Dependent Character Internationalization

Note: This table describes the elements required for your business to present a familiar face to inter-
national visitors, customers, partners, and employees. Any of these components can be a dead give-
away to the origin of content at your site.

® Messages—errors and otherwise. Because your company’s software is
not perfect and cannot provide for every possible choice, your visitors
might see informational or error messages while perusing your site.
The next level of internationalization involves taking any user-visible
text in your system and placing it into message catalogs where they
can be translated for your target markets.
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o General formatting problems. The templates that direct content place-
ment on a Web page reflect the language of the home market; how-
ever, they often have rigid definitions, meaning that a one-inch square
text box designed for English will not meet the needs of many more
verbose languages. For example, a German translation of your En-
glish core content could expand in volume by 20 or 30 percent, thus
breaking your finely crafted design schemes. For this reason, design-
ers should work closely with translators to ensure that the Web site
designs that they use can work with different languages.

More Specific Challenges Mean “Localization” A whole range of
related business issues comes up under the rubric of localization—how
content is interpreted in a different culture, whether it is legal, or what a
culture’s expectations might be. Because localization is an element of
other major concerns, it is covered throughout this book in the context
of other discussions:

¢ Chapter 3 discusses the challenges of full-context personalization that
by definition cover every aspect of localization.

¢ Chapter 7 deals with the market-by-market translation and adaptation
issues.

¢ Chapter 9 describes the vendor landscape for internationalization,
translation, and localization.

How Native Should You Go? Internationalization dogmatists set as
their highest goal the ability to change locale during a Web interaction. In
other words, someone could switch midstream from reading your site in
English to ordering a product in Dutch. Laudable as this capability would
be, though, it would involve an Olympian effort beyond the abilities and
budgets of most practitioners.

Indeed, the cost to achieve this locale-shifting capability would be very
high, and you would likely reserve it for tier-one markets. A more achiev-
able and practicable aim would be to offer consistent information—pric-
ing, availability, and product descriptions—regardless of the choice of lan-
guage or locale. The auction site eBay delivers on this promise, providing
consistent information and current bid prices whether you use English or
Japanese to get there. While it does not allow a bidder to shift language and
locale midstream, this synchronous access of the same items and knowl-
edge about pricing does inspire buyer confidence.
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The net: Without the proper foundation for translation and market localization,
a business that aspires to work for New Yorkers, Muscovites, Paulistas, and
Yokohamans will look pretty foolish with text with missing characters, badly
formatted dates, incorrectly sorted lists, and incomprehensible error mes-
sages. Internationalization is a critical component that precedes your com-
pany’s entry into any market, both online and in your traditional channels.

How Deep Must the Foundation Reach?

Chapter 3 introduced the ideal of globalization: full-context personaliza-
tion that strives to offer visitors in your key markets the same quality of ex-
perience, taking care to cater to an individual’s psychographic motivators,
the business and political ecosystem in which they live, and the way that
they get to the Internet. While this is a lofty goal that most companies will
not realize in the near future, now is the time to start laying the foundation
to support it.

What scares off most aspirants to international markets is the massive
complexity of a Web site, relying as it does on an entrenched set of corpo-
rate and industry applications that lie beneath the waterline of what most
visitors expect to see (see Figure 6.3). A basic corporate Web site and its
derivative international sites are very complex organisms, both techni-
cally and organizationally. Removing or modifying any one part can break
alot of things: Pages might break, a transaction could fail, or visitors could
see messages never intended for them.

One way to improve your chances of success is to use enterprise soft-
ware that has been built for international markets. For example, Oracle’s
database, IBM’s WebSphere application server, and the Tridion content
manager have been tuned for use in major international markets. Each of
these products lets your developers deal with the most common interna-
tionalization issues.

Avoid the Mafiana Syndrome One challenge of internationalization
is to make changes within the underlying core system. Your development
teams will have to work through these systems, many of which have
evolved over the last few years when time to deployment was a bigger is-
sue than quality.
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Figure 6.3 How Content Gets to a Web Site: Impact on International Projects

Note: Though somewhat simplified, this figure still represents the depth and complexity of the tech-
nology that supplies a Web site with its content. The waterline indicates a typical assumption: that ba-
sic sites do not need much more than a simple translation of what the content management systems
manage. In reality, corporate systems deeper in the technology value chain might provide information
about backorders and other product availability.

Internationalization often finds it way to the bottom of many project lists.
In some cases, these projects with their focus on fixing flaws in existing
systems may not have much appeal to developers more accustomed to
new coding projects.

Fixing underlying systems after you have built things on top of them is
a sure recipe for expensive and often ugly rework—sort of the equivalent
of tearing out a kitchen because the plumbing was not installed correctly.
Furthermore, the notion that the Web is a stand-alone system just does not
fly. While a new Web site for German might be a clean-sheet design, the re-
ality is that it is probably tied to less pristine corporate systems that pro-
vide up-to-date information about your company’s product. To make sure
that your German customers do not see the plumbing, make sure that
your internationalization efforts trace the path of an inquiry or a transac-
tion throughout your system—and isolate all of the touchpoints with in-
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ternal systems. You will be further ahead if your infrastructure includes
globally aware and internationalized enterprise software such as Oracle’s
database system and IBM’s WebSphere application server. Make such
compliance a requirement for future enterprise software purchases.

The net: Few online businesses have the luxury of standing alone. Whatever
they serve up comes from somewhere else in the company, so most interna-
tionalization projects will go far beyond and much deeper than your Web
server or content management system. That means that such projects often
require a high-level executive mandate to review and repair corporate systems,
a budget to do so, and cross-organizational commitment to make it happen.

Should Your Company Do the Internationalization Itself?

In most cases, this is not a project that your IT developers will want to
tackle on their own. Most likely, only very large companies with interna-
tional development teams have the staff and internal expertise to take it
on. With a defined strategic corporate platform for your Internet initia-
tives—content management, database, Web servers, and the supporting
pieces diagrammed earlier in the chapter—your developers will have to
do this only once instead of every time you tackle a new market. Compa-
nies like Autobytel and Travelocity have extended this approach to mimic
a commercial software developer: After their first two or three generations
of software, they began packaging their code on a regular basis, making
these new versions available to their international subsidiaries, partners,
and distributors as if they were Oracle or SAP. This discipline is an ideal
practice to emulate for global efforts.

Two things will help get your IT group on its way to international systems:

1. Work closely with your software suppliers. Your technology suppliers
should be able to give you a hand as well. Companies like Microsoft
and Sybase build internationalization from the ground up in many of
their products. They abstract messages into files that you can modify
and create resource bundles from to allow international support. While
this is exemplary coding hygiene, it is uncommon—especially for the
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first few generations of Web software currently in use. For software
vendors that you consider strategic, push for Unicode and localized
product support, making such support a condition for future pur-
chases. Until then, you will probably need their professional services
to customize their software for a given market. For a content man-
agement system, this could add several hundred thousand dollars to
the cost of the system.

2. Call in the internationalization cavalry. Large companies with experi-
ence in international markets may choose to conduct their own inter-
nationalization checkup, using so-called “spider” programs to crawl
through their sites in search of offending code. Most companies,
though, have little expertise in this arena. Your best bet will be to get
a company such as Basis Technology, Lingoport, or Rubric to exam-
ine your site and its associated code and diagnose its readiness for
global markets. Their staff and tools search for a wide range of real
and potential problems, many of which even your most experienced,
international-savvy developers would miss. Depending on the scale of
problems identified by this checkup, you might enlist these outsourc-
ers to fix the problem. Alternately, you can use their list of internation-
alization problems to direct your own developers or use an outsourcer
such as Sapient or IBM Global Solutions. There are too many variables
to say how much this costs, but it is most likely the quickest and most
cost-effective way to internationalize your software.

Chapter 9 outlines best practices for working with third parties.

Once You Choose an Internationalization Partner The typical in-
ternationalization project looks like many other software development
projects: scope, diagnose, fix, review, and finish. In this list of common
steps, I weave in the anonymized story of CallCentro, a company that con-
tracted with an internationalization supplier to make a Web-based software
call center product more suitable for global markets. In many ways, this
product resembles the kind of systems that your company is building for
customer, employee, or partner interaction, so it can be a proxy for your
strategic platform.

1. Scope out the project as you understand it. You provide the detailed re-
quirements to your supplier, and your supplier lays out the scope of
work for an audit or assessment of your company’s situation. This
scope includes cost, duration, resources, requirements, and so on.
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In the case of our exemplar, the project included two phases to glob-
alize CallCentro’s English-only product. The first step was to add char-
acter support for all western European languages and to localize it
into Spanish. This included making the software easily localizable by
moving all user-visible strings into message catalogs that could be
translated without having to rebuild the software.

The second step in the project was to add full Unicode support so
that it could support the needs of any language’s character set. In ad-
dition, CallCentro asked for all communications within the system to
be transcoded into Unicode, meaning that the software would store all
information internally in Unicode, thus eliminating the need to do a
lot of code and message conversions. For example, CallCentro wanted
to be able to take in any customer e-mail, automatically identify the en-
coding of text that came in, convert it into Unicode, process it ac-
cordingly, and then respond using the same encoding as the original
e-mail.

2. Create a project management team. CallCentro pulled together a small
technical team to run the project, including a savvy leader to coordi-
nate with each of the prospective and chosen partners. Most compa-
nies underestimate the time associated with managing a vendor, and
some have gone so far as to commission a rotating staff that takes on
the extra “burden” of dealing with the business partner. Many proj-
ects lose much time, efficiency, and quality because of poor client-side
project management, so CallCentro did itself a service by dedicating
resources early in the project.

3. Conduct an audit. This step will take much of your staff’s time as a
good supplier will interview your people relentlessly in order to un-
derstand how things work. The internationalization supplier will
charge for that effort, and most customers figure that they get their
money’s worth. This audit will typically involve these interviews, soft-
ware crawling of the site, and the application of large dollops of knowl-
edge and expertise by the internationalization expert’s staff.

4. Agree on the project and a price. The output of this phase is typically a
written audit with an estimate of the work to be done. If the supplier
doing the audit does not have the resources to do the implementation
work itself, ask for an estimate of what such work should cost if you
brought in experts. Whomever you choose to do the work, make sure
that the work includes well-defined milestones; it is tough to manage
big projects without clear-cut, smaller checkpoints. Price is not so
simple, so we will talk about that in a moment. Because your interna-
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Problem

Development
language

Database

Application
software

User interface

Programmers

* Too many languages. Typically, multiple programming and
scripting languages comprise a site, its user interface, and
hooks to other systems. These systems are difficult to
troubleshoot.

* Perl doesn’t have good internationalization support.

* C++ has great support but many traps for programmers.

* Java has far fewer locale limiting methods, but developers
always get into trouble with encoding and locale-limiting
logic.

* COBOL has pointer arithmetic and data size traps. Back in
the 1960s legacy languages like COBOL and FORTRAN
were considered major advances in computing because
they were so “English-like”

Proprietary and homegrown databases are very expensive
to deal with due to the lack of tools and standardized
interfaces.

Many third-party software products don’t support
internationalization.

Complex user logic, integration, and formatting

Most programmers don’t think about international deployment,

so their business logic is frequently mono-locale and mono-
lingual.

Table 6.4 Typical Internationalization Pain Points

tionalization partner will not be there forever, ensure that there is suf-
ficient provision for knowledge transfer to your developers.

5. Start the work. Actually, the scoping part of the project performs a lot
of the work. This step is the remediation of your software and content
to fix the problems. Make sure that enough review cycles are built in
to make you feel comfortable with the effort. During the project, ex-
pect to see some fairly typical problems in each of the major compo-
nents of your site (see Table 6.4).

6. Keep on top of the project. CallCentro found that it benefited from a few
best practices that its internationalization vendor shared with it. The
first was regular communication: On a weekly basis, the vendor’s team
leader met with CallCentro’s IT liaison to review progress and problems.
Daily communication between individual team members at CallCentro
and its supplier made these weekly sessions more routine than eye-
opening. The vendor put a dedicated account manager on site whom
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CallCentro endowed with full company privileges. The companies also
reviewed code regularly, merged code into a single code stream on a
periodic basis, and used CallCentro’s IT bug-tracking system to stay
on top of high-priority problems. All these steps contributed to Call-
Centro’s peace of mind.

7. Keep applications and knowledge current. Make sure that your staff
learns from your internationalization partners so that you become
self-sufficient. Otherwise, you will have to keep bringing the outsourcer
back for an expensive engagement every six months.

What Does Internationalization Cost? What you will pay to have
your code base and content internationalized will not be printed on any
price sheet anywhere. What should it cost? Consultants and analysts have
a pretty flip answer for such questions: “It depends.” I will keep alive the
tradition and note several variables that affect the price:

o The size of the thing to be internationalized. Some suppliers charge by
lines of code only, but this is merely the starting point. If you demand
a fixed price upfront, many vendors will figure the cost at USS1 per
line of code, even if that line needs no work or is unused. This ap-
proach will cost you dearly, as many lines of code will not require any
work at all.
o What was used to build it. The more languages, legacy code, and pro-
prietary material there is, the more it will cost.
The amount of user interface code. Graphical user interfaces (GUIs)
are the bane of every developer’s existence. While they are incredibly
easy to construct, they are very difficult to debug.
What it touches. Even if your site has very little user-visible code, there
may be lots of work depending on the complexity of the underlying in-
formation systems and what they link to. For example, a plain brand-
ing site could be relatively simple to globalize, but an e-commerce ef-
fort might tie into an inventory control, a production system, and then
aprocurement system. A supply chain site could also be very straight-
forward until you include manufacturers and suppliers in several
countries, all of a sudden raising locale-related issues such as cur-
rency. The complexity is not caused so much by the internationaliza-
tion project, but rather by how global your business and its processes
are. Your company is probably already doing a lot of this conversion
work, butit is most likely doing it manually or with some purpose-built
program somewhere deep in the bowels of your IT shop.
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With all of these factors in mind, expect your vendor to estimate projects
inranges (e.g., US$100,000 to US$175,000) or “not to exceed USS$150,000,”
though on small, easily defined jobs they may quote time and materials.
The CallCentro scoping project cost US$50,000. The actual redevelop-
ment work cost nearly USS$1 million. A big part of that cost was removing
American market assumptions from the software, fixing the bad program-
ming that resulted, and laying a solid groundwork for supporting future
country-language pairs.

Finally, budget for future internationalization work. If your internal pro-
cesses are very complex, you should probably devote 5 to 10 percent of
what you are spending on research and development for continuing inter-
nationalization work. If you are continuously doing new development, this
will be a continuous process. If your development is more static, you might
be able to get away with no follow-on expenditures for a year or two. And
everyone acknowledges that if they had done it right the first time, it
would have been less expensive than retrofitting after the fact.

How Bred-in-the-Bone Internationalization
Benefits Budgets

Looking forward, your company should make international readiness a
design goal not just for your company’s products but also for the software
applications that you use to design, manufacture, market, sell, and service
them. Successful global firms have reported that the cost to international-
ize systems up front typically adds about 30 percent to the cost of the proj-
ect but saves them 50 percent and more over the price for doing each mar-
ket individually® This up-front planning involves the entire corporate
infrastructure necessary to support globalization: organization, technical,
cultural, financial, process, and so on.

This cost benefit comes largely from involving all your international
business units in decision making and centralizing online software so that
each country does not duplicate the redevelopment efforts of its col-
leagues in other countries. In summary,

e The CGO makes sure that every country is heard from. Operational
groups in each country provide information on the technology and
marketing needs of their countries. This data feeds the CGO, his strat-
egy advisors, and corporate development teams with requirements
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for building online and related systems to meet the needs of global
customers.

o The corporate technology group sets the international development agenda.
As discussed in Chapter 3, the headquarters technology team designs
and develops the online architecture, including an internationalized
content management system, e-commerce platform, and supporting
software applications such as personalization. This group wisely brings
in outsiders to accomplish tasks beyond its core competency. Where
centers of development excellence exist outside the headquarters
country, the technology group subdivides projects. This is especially
the case with large multinational corporations such as Siemens or
IBM, but it happens even with smaller companies such as Six Conti-
nents Hotels, which develop its online applications both at its home in
the United Kingdom and at a development center in the United States.

Finally, while the major expenditure for internationalization will be a one-
time cost or spread over a short time frame, this project is a continuing
saga. Looking forward in this dynamic environment, the technology group
must establish processes to ensure that core systems, custom program-
ming, and specialty business applications continue to be internationalized
whenever they are modified. Otherwise, your international applications
will gradually dry rot, exhibiting many of the ugly behaviors discussed ear-
lier in this chapter.

Reaping the Benefits of a Sound Foundation Lands’ End calcu-
lated that its initial forays into international markets cost quite a bit more
in information technology dollars than did its subsequent market entries
(see Figure 6.4). When Lands’ End initiated its global strategy, the com-
pany first remediated its online catalog systems to meet the needs of buy-
ers around the world. The company attributes its heavy initial cost tab to
the major software redevelopment effort required to enter its first off-
shore markets: the United Kingdom, Germany, and the much more diffi-
cult Japan. Then the company made incremental improvements in core
software as it tackled new global markets, each one costing less than the
last. With most of the heavy lifting out of the way, Lands’ End predicts that
the cost of entering new markets will be little more than the cost of trans-
lating words—a far more predictable project that I discuss in the next
chapter—and the cost of adapting innovative applications such as its vir-
tual model to size clothing.

Besides the inherent value of providing the infrastructure for entering




152 Business Without Borders

120 1
100 Index = 100
100 -
80 -
60 -
40 A 23
20 - 8 6
0 T T T 1
U.K., Germany, Ireland France Italy
Japan
Market entry:  November 1999 August 2000 September 2000 October 2000

Figure 6.4 Technology Development Costs per Site at Lands’ End
Source: Lands’ End, 2001. Reprinted with permission.

Note: Breeding internationalization into your culture, technology, and organization can save money in
the long run. Lands’ End found that its entry into the United Kingdom, Germany, and Japan involved
costly modifications to its base systems. Each subsequent market uncovered and fixed more obscure
problems or issues deeper in the technology stack. With the hard work behind them, the company has
found that more recent country debuts have been less costly and quicker to market.

new markets internationally and domestically, further benefit of this in-
cremental approach comes from lowering the cost of Web development
overall, a major expenditure at medium and large companies (see Figure
6.5). At the height of the Internet feeding frenzy in 1999, large firms in the
United States spent an average of US$182,000 to develop and maintain an
e-commerce site.* More ambitious companies laid out upwards of US$4
million on their online efforts. However, very little of this loot was spent
creating international variants of the corporate sites.

Internationalization |s Basic Hygiene
for International Business

Here are three things that you should internalize about internationalization:

1. Internationalization is not an option. Internationalization is a critical
piece of the foundation for a global business. It allows the designers
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IT Spending on Web Initiatives, by Business Size, 2001
(as a % of budget)

11%

18%

Figure 6.5 Information Technology Spending on Web Initiatives
(as % of budget)

Source: International Data Corp. (IDC), 2001. Retrieved from www.eMarketer.com.

Note: Improving the ability of online systems to support international markets up front means that
more budget is available over time for other projects. This is important as your company strives to do
more with less budget. Therefore, infrastructure improvements such as the internationalization bred in
the bone of its signature systems means that Lands’ End’s efforts translate directly into bottom-line
results.

of your site to create correct, credible experiences. It also provides
the basis for content authors and translators to do their jobs.

2. Internationalization is best left to experts. If you do not have the experts
in house, look to industry specialists such as Basis, LingoPort, or
Rubric to do it for you. Integrators IBM Global Solutions, Sapient, and
the professional services divisions of most large software companies
can help as well.

3. Adopt a commercial software approach for your corporate platform. As
your firm rolls its software out into regions and countries, think of it
the same way that major vendors such as Oracle and Microsoft do.
Make sure that it can support all the territories where you expect it to
be used.

Mira’s Log

After a long couple of days of digesting information about internationaliza-
tion and the best organizational structures, Mira remembered the fateful day
in college when she chose marketing over information technology as her ma-
jor. This stuff was tough to slog through—>boring and like an onion whose lay-
ers never seem to end. Upon more reflection, however, she realized that there
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were rocket scientists out there who could create great international sites and
that if Acme were to succeed, she would have to make sure that she had her
own Wernher von Brauns.

From this phase of her research, she understood that the compelling content
at Acme’s Web site does not grow on trees, but instead originates at the roots
of the company’s core systems—the same systems that run other parts of the
business. She found that a heavy dose of internationalization was needed be-
Jore translators and localizers could take Acme’s great Web content and make
it comprehensible in other markets. Much of this work, she decided, was not
in Acme’s core competency, but would require the help of outsourcers—which
Mira took to calling her Blanche DuBois strategy of relying “on the kindness
of strangers.”® Her next step was to look at the translation and localization is-
sues to understand what it would take to make Acme’s content more acces-
sible and understandable to its new target audiences.



Putting Your Value
Proposition to Work on
the Eighth Continent

With her list of target markets in hand, Mira focused on how Acme could ef-
fectively communicate its value proposition to new audiences. She looked at
sites in languages that she did not understand, putting herself on the other
side of the linguistic and cultural divide that defines the Web for many non-
anglophone surfers. She also played arvound with automated translation
services on the Web, frequently generating ludicrous translations; however
flawed, these rough translations let her “read” sites that would otherwise be
gibberish to her.

Knowing that a Web site might be the only thing that a prospective cus-
tomer ever saw of Acme, Mira studied both the accuracy and the rhetorical
effectiveness of the information she saw online. Whenever she looked at a
translation from a rival or a supplier, she compared what she could find at
corporateinformation.com with what she saw on the screen. She also looked
at international marketing sites side by side, weighing what the corporate
headquarters offered against what it published in other markets. She discov-
eved that many companies had great intentions when it came to offering
translated information for other markets but that they could not keep their
disparate global sites synchronized with consistent, current data. That set
her to looking at Acme’s own processes (and sometimes lack of process) for
getting information from market A to market B and from language X to
language Y.
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What Issues Will Keep You Awake?

This chapter discusses translation, the art of rendering something written
in one language into a second language. Good translations communicate
whatever messages were in the source document to readers of the trans-
lated text. They convey the meaning of the original author as closely as
possible. Quality, cost, and timeliness underlie the basic translation issues
that you will face as you take your online business and its supporting in-
formation systems into international markets.

o Effectiveness. Translation quality should be measured by how well it
communicates your message to international customers, employees,
or partners. Your job is to align your business goals for new markets
with the level of translation needed to succeed in that venue. Transla-
tion often melds with localization, the task of translating words and
transactions to local needs and of adapting the experience to the dif-
ferent devices and networks used in international markets.

® Process. Translation should be an integral part of product devel-
opment, the processes that manage content flow, and your overall
communication strategy. The challenge will be to achieve effective
translations within the context of your established business practices,
technology, and time frames. Project plans on the Web or offline rarely
identify translation as a distinct component, thus leaving it out of the
timeline and squeezing it in at the very end.

Cost. Translation is expensive, so it would be extremely cost-prohibitive

to render all the content from your corporate site in every market that

you support. Quality translation has two components: the initial cost to
translate and the continuing expense of keeping it current. The content
catalog, an improved content architecture, and specialized tools com-
bine to lower the cost of managing multiple international sites. Using

a computer to generate translations—a process called machine trans-

lation (MT)—might complement your human transiation (HT) efforts.

Business Goals Must Drive Translation Requirements

What motivates a company to do anything? Money, corporate valuation,
and competitive pressures lead the list of business drivers. To succeed in
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wrenching international customers away from a competitor, you must of-
fer them a powerful experience in a language that they can understand. If
your goal is worldwide branding, your offerings must be rhetorically ef-
fective. If you want to support technicians in the field better, information
must be accurate and current. If the customer calls up your Web site via a
cell phone, you must telegraph your value in his language on a tiny screen.
So let’s look at what you are trying to accomplish.

o “We want more share from international markets.” Large companies
expect that an increasing part of their business both online and offline
will come from outside their domestic markets. For example, Xerox
launches over 60 products per year in up to 40 languages. Sabre, op-
erator of the largest central reservations system, serves over 50,000
travel agencies around the world in a variety of languages. In financial
services, brokerages like Schwab exploit new markets at home by of-
fering information and services in Chinese and Spanish.

“We have to shave weeks off getting a product to our key markets.” High-
tech manufacturers like Hewlett Packard and Dell find that their en-
gineers can react faster to market opportunities, competitors’ thrusts,
and component improvements than can their marketing, documenta-
tion, and support teams, both domestically and internationally. Al-
though engineering groups react quickly, translation often delays a
product’s debut in critical non-U.S. markets.

* “We must improve collaboration and knowledge sharing across business
units.” To make sure that it does not continuously reinvent the wheel
or lose valuable knowledge, Ford translates information for dealers,
service technicians, and employees around the world at its Volvo, As-
ton Martin, Land Rover, and Mazda subsidiaries.

“We have to be all over customer service.” DaimlerChrysler knows that
its dealers and customers expect to receive correct information im-
mediately so that if a customer requires service anywhere in the
world, the dealer will have the right tools, equipment, knowledge, and
parts to fix it. In today’s global automobile business, manufacturers
know that consumers do not care where the car was made—they just
want it fixed. In the service sector, hoteliers like Six Continents prac-
tice personalization down to the level of language, market demo-
graphics, and individual needs.

Good Translation Conveys Your Corporate Values The messages
that you convey through the Web may be the first contact that a future cus-
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tomer or business partner has with your company, brand, and products. If
you successfully communicate your values to your global prospects, the
Internet gives you an additional chance to enhance this relationship.

But for many companies on the Web, their message just did not make it
through the medium. They publish sloppy, poorly formatted translations,
in contrast to their corporate sites. Prospects that do not speak the corpo-
ration’s home language are left to the mercy of the local Web presence,
and if all a visitor sees of the company is what is online, you have lost him
forever. Clean presentation on the Web and effective translation—linguis-
tically sound, consistent with what you offer to your domestic customers,
and culturally tailored—can mean the difference between success and dis-
grace in a market.

Therefore, effective translation complicates budgetary and time-to-
market plans for every product launch. But translation doesn’t happen
overnight, and there’s always some lag time before translation can pro-
duce rhetorically effective renderings. Unfortunately, translation all too of-
ten shows up at the end of a process as a necessary evil rather than as a
critical component of an international debut. This end-of-the-line thinking
has condemned translation to second-tier status. In today’s rapid product
development cycles, though, the first link of this chain should be at the
very beginning of the product design cycle, when documentation and mar-
keting plans are discussed and budgets are allocated.

Consider the difference between a rough translation and a quality ren-
dering of the same information.

® Rough translations may be better than nothing. We have all seen trans-

lations that left a lot to be desired with misspellings, missing punctua-

tion, misplaced diacritical marks, and awkward grammar. Inadequate

translations affront native speakers but do, despite their flaws, convey

the meaning of the source text that would otherwise be unreadable.

Where will you find such rough translations?

¢ At sites where the sheer quantity of information to be translated
overwhelmed the company. Planners decided that everything
needed to be translated, but time or budget could not get every-
thing done to a consistently good level of quality.

¢ At under-funded projects where the planners decided that convey-
ing the gist would be better than nothing. Increasingly, as such com-
panies think about offering more such background material to their
customers or development partners, they might consider machine
translation to perform other rough translations.
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* Quality translations make up the baseline for effective communication.
Even if your goal is just to accelerate the flow of information through
your supply chain, the language should be clear and to the point. The
translated information that you provide should be readily comprehen-
sible to your international clientele: grammatically correct, spelled cor-
rectly, unambiguous, and reasonably fluent. You should budget for
this base level of accuracy and marketing effectiveness at your Web
site, and in supporting material such as product catalogs online and
offline, technical manuals, and so on. This is also the ante for supply
chain interactions such as procurement and internal applications such
as human resources.

In addition, software suppliers such as Ask]Jeeves (at its ask.com and
pregunta.com sites) provide fast access to a wide range of customer ser-
vice information. AskJeeves cannot answer all of the questions that are
asked because there are just too many; instead, it answers only the ques-
tions that are absolutely necessary—and typically most frequently asked.
For each question that they can answer online without involving a cus-
tomer service representative, companies using this software—Dell and
Nestlé among them—save significantly on the USS33 it costs to answer a
phone call. Answering the same question online costs approximately
USS1. For alarge company with a high volume of customer inquiries, even
a 10 percent reduction amounts to enormous savings.

Increasing the Rhetorical Effectiveness of Translation through
Localization Let’s ratchet up the translation requirement to what people
really expect on the Web: an experience that answers their questions,
meets their needs, and keeps them coming back. While the improvement
from a rough to a quality translation provides more value, it does come at
a higher cost (see Table 7.1).

At the same time as they “speak” to the visitor, translations must repre-
sent your company using the language of your industry. This more pow-
erful style of rendering raises two new requirements for the effective busi-
ness translator: He or she must not only be an artist but also understand
your business:

e Portrait of the translator as artist. The translator of Web sites or mar-
keting materials must create a more localized translation that reflects
the cultural context of the target market and the psychographic needs
of the audience; rather than providing the Japanese functional equiv-
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Increasing Cost

Rough Quality Localized
* Basic meaning or gist * Complete e Culturally tuned
e Grammatically rocky * Correct grammar and * Not obviously a
and misspellings spelling translation

mImIsS

(o) k]

200

¢ Clear expression of
ideas in source

¢ Adapted metaphors
* Local business practices

* Background information  * Web sites * Persuasive advertising
such as articles, reviews, ¢ Manuals * Highly evolved Web sites
and abstracts  Supply chain * Wherever you want to

interactions “pass” as a local
* HR systems

* Low cost * Accurate transmission * Visitors feel right at home

e Little time to produce of information from ¢ Interactions and

e Translate what otherwise  source language transactions seem

natural in that market
context

e Communicates the basic
marketing message or
operational procedures

would not have been
translated

* Flawed grammar
* Misspellings
e Lack of fluency

* Higher cost to translate

* More time

¢ Increased need for staff
to translate and edit

* Much higher cost
* Much more time
* Very skilled resources

Table 7.1 Just Good Enough or Great Translation? A Matter of Time and Money

Note: Translation spans a range of quality, from rough, quickly translated text to very polished, very
local prose. It begins with very basic, rough gisting that conveys the sense of what the source text
said, but with very few of the niceties of a polished communication. A quality translation adds the el-
egance of proper grammar, correct spelling, and even fluency of expression. Localized translations
would sound to a native speaker as if they were originally created in that language.

alent of British text, the translation should “speak” to the Tokyo na-
tive. Such high-quality translations will typically be so fluent and id-
iomatic as to disguise the origin of the text. However, many different
errors could reveal your site for the foreigner that it is—for example,
lexical choices, pricing in the wrong currency, failure to reference the
right delivery service for aregion, or using inappropriate date formats.
Translators must know the territory. Besides competence with source
and target languages, companies like Sabre demand that their trans-
lators know the industry (see Table 7.2). This is especially critical as
companies call upon their Web sites to support customers and re-
sellers after the fact.
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The right
people...

using the right
words . ..

correctly.

Professional translators competent
in both the source and target
languages

Dictionaries in both the source and
target languages provide guidance
about meaning and usage

Bilingual dictionaries show
equivalent words in each language

Grammar—correct grammar, and

Equally proficient professional
translators who know your industry

Specialized lexicons for vertical
industries (e.g., automotive or
financial) or professional domains
(medicine or particle physics)

Corporate lexicon including
product names and commonly
used terms that are unique to or
frequently used in your company

Your company’s style, conveying

the ability to deal with complex its tone or attitude
sentences, ambiguous ones like
“the shooting of the hunters The language, the tone, and
bothered me,” or nonsense ones appropriate adaptation to culture,
like “colorless green ideas sleep business practices, and

furiously”™ market behaviors

Clean presentation

Table 7.2 Basic Elements of a Good Translation
* Noam Chomsky, Syntactic Structures (‘s-Gravenhage: Mouton & Co., 1957).

Note: Good translation requires a combination of the right translators, words, and grammar. You will
not get that by just plopping a translator in front of a PC. Words, grammar, and context all conspire to
provide meaning. Business context becomes more important—and limiting—as you work in specific
industries. Tools for enhancing a translator’s ability to do his job are discussed later in the chapter.

Translations should also be “localized” to your company so that the tone
that you convey in your home country comes across internationally,
where appropriate. For example, Lands’ End tailors its catalogs to a very
literate customer with an above-average income. The company strives to
convey that same upmarket tone everywhere it operates. However, it
comes at a cost: When Lands’ End launched its French sites, it failed to “in-
doctrinate” its translation partner in its tone before the work started, thus
spending more time in translation revision later on.

This localization must also reflect the venue or channel. Advertisements
in newspapers are different from online banner advertising, and a trou-
bleshooting chapter in a user’s manual has a focus that differs from that of
a FAQ page at a Web site. As you hire translators, make sure that you con-
vey what you are trying to accomplish online and that they have demon-
strable experience in that venue—online/offline, marketing/technical,
consumer/supply chain, and so on.
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In summary, this more evolved translation can erase physical borders,
asithas at sites such as U.S.-based eBay and Hong Kong air carrier Cathay
Pacific. Localized translation will become especially important as your com-
pany adapts its customer relationship management (CRM), personaliza-
tion, and other marketing systems for international markets. Systems that
depend on creating a deep, enduring link with prospect or customer will
not work if the language gets in the way. This localized translation will touch
many other systems in your business, too, as prospects become customers
and their relationship with you extends beyond basic Web information to
call centers, transactional systems, and brick-and-mortar establishments.

The net: Translation is an absolutely critical element of international business,
but all too often it is an undervalued piece of the value chain. Having words
that are merely functionally equivalent might satisfy some international prospects,
but the increasing sophistication of Web markets worldwide and the many
choices offered in their own countries will keep your global clientele pushing
you for clear, compelling communication wherever you interact with them.

Translation for Global Firms Becomes
a Process, Not an Event

The blistering pace of product innovation and Internet marketing have led
to the truism that a Web site is never finished: Details about products,
availability, and pricing are constantly in flux. This pace creates the de-
mand for timeliness—that information you publish online is correct, cur-
rent, and consistent with other sites and offline channels that you manage.

This demand for timeliness also makes yesterday’s translation inaccu-
rate. While your domestic customer can read the most up-to-date detail,
the international customer must make decisions based on information
that is ultimately suspect.

This all-too-frequent lack of site synchronicity highlights today’s trans-
lation reality: Translation on the Web is a continuous process rather than
a one-time or infrequent event. Companies will have to change their trans-
lation work flows to reflect this requirement for timeliness; in part, there
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has to be a process that will flag changes. For example, a change to a prod-
uct specification made in the engineering group must find its way to the
product marketing group. From there it goes off to brochures, TV spots,
and product catalogs in each market where it is sold, thus extending the
quality translation mandate well beyond the Web to every customer-facing
facet of your company.

Translation work flow overlaps heavily with content management work
flow. As your IT team formalizes and optimizes how corporate content
moves through your organization, make sure that they include translation
work flow in their mix of data, document, and other information types.
That way you can bring translation into the mainstream of your operational
functions and benefit from crucial development work that your company
is already paying for.

The problems of translation can show up as expensive or legally disas-
trous errors. A faulty translation might lead to the loss of brand equity if
changes do not find their way to the international sites.

Dealing with the Translation Process To understand the difficulty
of keeping multiple international sites telling the same story to your
Eighth Continent customer, consider a prototypical drug company that we
will call MondoPharma Ltd. Mondo has an international network of mar-
kets, laboratories, and distributors. Its Web site consists of thousands of
pages, each made up of a dozen or so elements—a logo, an image, prod-
uct description, clinical trial data, and so on. It changes the site daily,
adding new products, modifying pricing and availability information, and
publishing press releases about breaking events. Like many companies,
Mondo has been most effective in keeping only its corporate site up to date
with the actual state of the business—executive profiles, press releases,
earning reports, product descriptions, availability, and so on.

Many firms manage consistency manually, but this approach will not
work even for a single domestic site. Most are turning to content manage-
ment systems from suppliers such as Interwoven, Stellent, and Vignette to
manage this process for large Web sites. Now add to this simple scenario
the pace of Web publishing, product innovation, and multiple international
sites and the challenge of keeping your corporate story and product detail
consistent becomes much more complex. The contest will only get greater
as content volumes increase and customers expect to use a widening ar-
ray of devices—cell phones, personal digital assistants, and televisions—
to gain access to your content.
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The net: Translation is a never-ending process because the source materi-
als—content, data, images, information derived from your supply chain—
are in constant flux. Reliance on manual monitoring and processes will not
work for very long. Instead your global planning should include a review of
the processes, technologies, and organizations that manage content inside
your company and that support collaborative activities online with your busi-
ness partners.

Where Effective Translation Begins

By now you should be thinking about translation as a critical new dimen-
sion to the processes that are currently in place for designing, developing,
and marketing a product. From the day a project is launched, your prod-
uct teams should be thinking about international markets and what it will
take to succeed in those venues. Some localizers call this integrated view
transcreation—they think of translation in the same context of creating
the original content, so they produce the translated variants in step with
the original. Documented work flows ensure that the critical translations
of the original user’s guide and Web catalog description immediately fol-
low the source. Quality assurance and usability testing for each of the crit-
ical markets occurs early enough in the process to have some effect on its
outcome.

The ideal approach stresses a concern for the international viability of
your company and its goods, injecting this concern into every facet of your
business. This awareness is far-reaching and starts in your current Web in-
frastructure and its supporting information systems. The following sec-
tions introduce the inevitable organizational debate, expand the discus-
sion of the core content catalog, and review the technology that will be part
of any translation strategy. Chapter 8 discusses the staffing and manage-
ment issues that come with this model.

First: Review Your Content Management Architecture Rushed to
deployment under the mantra of “now or never” in the late 1990s, many
Web sites are ill-designed and run on aging software. Functional changes
to these sites will require major development and integration efforts.

Many of the companies that I have spoken to have undertaken a rigor-
ous review of their online architectures and the systems that support it.
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They are looking for things such as easier integration with other corporate
systems, greater flexibility in adding new features, and the ability to re-
spond dynamically to visitor requests through personalization. They are
also bringing the Web under the umbrella of corporate reliability, avail-
ability, and scalability (RAS) goals as they integrate their Internet invest-
ments with other channels of corporate communication and commerce.
Finally, they are looking at how their Web sites can morph to support any
market on the planet. Let’s review the major concerns that will be on the
table.

1. “We need more reliable, standards-based software.” Many
early-generation Web sites were cobbled together with shareware,! ver-
sion 1.0 commercial products, or do-it-yourself code built on top of shaky,
easily corrupted file systems. Newer Web software is built on a sturdy
foundation of databases such as DB2 and Oracle, on reliable application
servers boasting J2EE? and XML? compliance, and with well-defined in-
terfaces for plugging in content creation and translation tools. More im-
portantly, many of the lower-level technology such as Microsoft and Sun
operating systems and Oracle and Sybase database systems have built in
the internationalization capabilities discussed in Chapter 6.

Unfortunately, as you move up the technology stack to the content man-
agement systems such as Interwoven and Vignette, they tend to be less
able to deal with international users. The personalization systems do not
even try, having been built mainly for the U.S. market during the heyday
of the new economy:.

These shortcomings show up in everyday functions. For example, in its
review of content management technology, Six Continents Hotels found
that its Hong Kong—based marketer could not create a promotion for a
one-day event using a commercial content management system hosted in
Atlanta. His one-day 8 A.M. to 8 PM. event actually happened yesterday in
the eyes of the Georgia-based software: The content management system
was able to handle only one time zone, even in an application shared
around the globe. By the time you read this, Six Continents will have cho-
sen a software solution that works, but probably without a good deal of
coding on their end.

Your software platform should be able to support critical functionality
such as dynamic content generation or personalization for any market, us-
ing the same backbone technology. Otherwise, you will be doomed to
reinvent the same one-to-one marketing wheel for every country that you
enter.



166 Business Without Borders

2. “We have to support wireless.” Take care that any software that
your company chooses or develops does not strand your online business
in the Siberia of the personal computer. Make sure that your content ar-
chitecture can support wireless as well as PC-based access. Otherwise,
you will have to create a costly duplicate of your content architecture.

In a typical application of wireless support, Travelocity wanted to let its
members check the weather at their destination, schedule flights, book
hotels and car rentals, and modify existing reservations—regardless of
whether they were using a PC or a cell phone. The company created a soft-
ware application that transacts with the Sabre central reservation system
for the actual bookings but is smart enough to format the information dif-
ferently for the needs of a PC, a cell phone, or another Internet connection.
Its biggest challenge with wireless adaptation is stripping down the inter-
action to the barest detail to fit the small screen of a cell phone. This min-
imalist approach has the added effect of limiting the number of words that
must be translated.

3. “We have too many tools—we’ve got to limit what we use.”
During the dot.com boom, anxious companies used whatever tools let
them build sites fast—but often with little concern about future enhance-
ments, integration with other systems, access by other tools, or standard-
ized formats. While doing routine software audits, some IT departments
have discovered that their developers have been using 30 different con-
tent creation tools to manage content. This smorgasbord of technology
incurs heavy costs in training, software acquisition, time to market, and
translation, and for each localization project, the source content must be
converted into a form that a translator can edit and then converted back to
the original file format before it can be posted.

If you expect to keep your international sites consistent, this costly,
time-consuming cycle must end. Over the last three years, many of the
early Web tool companies have yielded to open standards such as XML
and Java, both of which address the problems of integration and file for-
mats. On the translation front, newer aids from companies such as Atril,
Lionbridge, and Trados employ variants of XML to ease the exchange of
information between competing products. This drive toward fewer tools,
combined with more centralized management of corporate content, will
make translation and market adaptation more cost-effective, thus improv-
ing the return on investment for these projects.
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4. “We need to standardize the format of our documents and
data.” As companies increase the flow of information around the world,
they invariably increase the number of file and data formats that they are
forced to manage, thus increasing the need for content creation tools, con-
versions, integration, and the other problems mentioned earlier. In re-
sponse, many firms are moving to more regimented document types (of-
ten called DTDs*) for both free-form text files and structured data such as
part numbers stored in database systems like Oracle and DB2. Using
these templates, authors fill in descriptive fields, called “tags,” that are
later used to sort, query, and manipulate the content that the author writes
or that a data entry clerk inputs. Used consistently, this allows companies
to remove much of the inconsistency in format and structure, thus en-
abling a greater sharing of information.

Atvery large global companies such as GM, well-defined structures and
processes are critical as data flows between divisions, from manufacturing
to customer service, and from owner’s manuals to the Web. It becomes
even more important as the company works with its supply chain of origi-
nal equipment manufacturers (OEMs) that provide core components to
GM'’s manufacturing units. Without a consistent way of representing prod-
uct information, every communication with a supplier would require trans-
lation between document formats—even before you could translate be-
tween languages for a part coming from Getrag in Germany. Having
consistent documents and data considerably lessens the burden of trans-
lation on developers and translators alike, thus cutting costs.

5. “We need to document and standardize our content pro-
cesses.” Employees and business partners from all over the world con-
tribute content to your online business and other parts of your company.
Unfortunately, as the Web evolved in most companies, there was little es-
tablished work flow to manage the creation, modification, sharing, and
deletion of these contributions. As part of their content management ini-
tiatives, many companies are just now creating work-flow standards, es-
tablishing permissions and security, and defining roles associated with
distributed authoring. Well-defined and documented processes will lower
the cost and decrease the elapsed times of translation projects, especially
as you extend your systems internationally, work with your supply chain,
and employ outside translation bureaus.
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Translation Ping-Pong—A Worst Practice to Avoid

Many companies exhibit the following pathology when it comes to translation

work flow.

* You specify which content you need translated. Working with your IT group,
you define the components that you need to create the master copy for glob-
alization. The IT group packages site components such as files and data-
bases and transmits them to your translation partner. Given the size of these
files and typical firewall restrictions, this process is time-consuming and
prone to error.

* Next, you tell your translation outsourcer that you are ready. Your translation
partner decides on tools and translators, converts your files into formats
that they can work with, and then divvies up the work. A quality assurance
group performs static QA tasks such as proofreading and notifies the trans-
lator of any visible errors. Once the translator is done, the translation com-
pany converts the document back into the original format and sends it back
to you.

* Then your Web team puts the translated files on a staging server, finding out
that the static QA tests failed to capture some problems with interactions
with the Web server, did not fit in the modified templates, or just plain did
not show up as specified. So the whole translation process is repeated until
the content loads properly. At this point, it is ready for review by the in-
country specialists who will vet it for local accuracy and approachability. If it
does not meet those criteria, it heads back into the translation loop.

* By this point, critical days or weeks may have passed, thus delaying a prod-
uct launch or making a call center answer inquiries that could have been
fielded by a FAQ posting.

This flawed excuse for a work flow results in a much longer time to produce

translations for critical markets, thus increasing the cost and decreasing the

likelihood of meeting go-to-market schedules.

6. “We need to educate our authors and translators.” To ensure
consistency across business units and among individuals, companies
should create style guides and glossaries to guide their content creators
and translators. A style guide describes the company’s general style of ex-
pression and specifies corporate conventions for grammar, punctuation,
and word usage, and might even include boilerplate language for corpo-
rate policies. Glossaries are guides to the use of corporate and industry
terms. Broadly defined, these glossaries form the basis for managing ter-
minology and associated knowledge (see Table 7.3). Very large companies
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Elements Corporate Directive Market Guidance
Writing style Corporate writing style, Similar guidance for each
often based on Strunk & national market

White, Associated Press,

or New York Times
recommendations, including
active vs. passive voice,
tense, person, and grade
level of writing

Words Approved terms, idioms, Country/language
and jargon, referencing variants of the glossary
glossaries
Images Approved logos, icons, and The same library, but
graphics, sometimes with market-specific
incorporating a corporate cautions about the use
photo and image library of certain of the images
Formats Text format, layout, and font The same rules, but
rules adapted to language and
market needs
Colors The corporate color palette The same palette, but
for everything from Web with an understanding
sites to corporate helicopters that certain colors might
not play well in certain
markets
Processes Basic spell checking, grammar The same, integrated as
review, editorial checks, and appropriate with
other work flow corporate standards

Table 7.3 Guidance to Authors and Translators

Note: Style guides document the agreement that your company has on how it will express itself. The
corporate style guide lays out the basic rules, while country-specific guides or section describe how
these rules must be adapted for each market. This table lists some of the major elements that should
be included in a style guide. Several sites on the Web offer guidance about colors, fonts, and other
multicultural design issues on the Web. See sites such as www.webofculture.com, www.geomar-
kets.com, and www.idiominc.com/worldwise for information about local cultural issues and taboos.

such as GE or Siemens that have many different business units will likely
generate not only corporate guides but business-unit guides as well. To be
most effective, style guides and glossaries need to be available in both the
source and target languages.

High-tech companies such as Cisco, IBM, Microsoft, Oracle, Sun, and
Xerox have adopted aggressive terminology management strategies.
While none are willing to share monetary results, a 2001 survey by the Lo-
calisation Industry Standards Association (LISA) showed that 90 percent
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Action Corporate Benefit International Benefit
Standardize e Stable platforms * Consistency in look and feel
platforms * Easier integration * Common functions across

* Economies of scale in markets
purchase, training, and * Leverage centralized
management investment
Limit tools * Lower software licensing fees  * Decreased file format
* Less training conversions
* XML consistency * Lower costs

* Easier application integration ¢ Less time to translate
* XML-based information

sharing
Use  Consistent format and structure ¢ Less conversion headache
document * Easier information sharing with * Easier translation of supply
templates partners and supply chain chain data and information
¢ Easier sharing with other
information applications
Document * Well-defined roles and e Lower cost
processes responsibilities ¢ Lower elapsed time of

* More able to gauge the impact  projects
of changes to content and data

Guide * More consistent source * More consistency in
authors and documents _ translations
translators * | ess subjective creations  Better translations

Table 7.4 Benefits of Globalizing Your Content Architecture

Note: Translation is not something that should occur in isolation. You will benefit both on the corpo-
rate side and in your international markets from a methodical review of how content is created, man-
aged, presented, and kept current.

of the respondents that use terminology management can point to qual-
ity improvements; 72 percent saw increased productivity; and 62 percent
saw cost savings.® These improvements come from the higher quality and
consistency of the original documents, resulting in faster translation turn-
around times and lower costs (see Table 7.4).

Experienced firms acknowledge that although guides are difficult to
produce, they are becoming an absolutely essential way for transnational
companies to communicate both with their customers and with their
widely dispersed business units. And as mergers and acquisitions con-
tinue to turn more and more companies into businesses without borders,
these guides to effective communication will become even more critical.
Several companies have also found that these style and terminology guides
are useful in their global knowledge management projects. Finally, creat-
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ing and revising the guides and glossaries provide an opportunity for com-
panies to test the work-flow processes and content management technol-
ogy that form the foundation of the company’s online presence.

Second: Consolidate Whatever Looks Reproducible The mostre-
visited discussion in e-business globalization is whether you should cen-
tralize efforts around your corporate site or let your country units manage
their own markets’ sites. One of the likely outcomes from the review of
how your company manages data, documents, and other content will be
that you should centralize your technology investment, focusing on the
creation of the most reliable platform for your business applications,
whether online or offline. Content, on the other hand, will come from
around the company and from throughout your supply chain.

For most firms pursuing a global marketing presence and striving to
represent its brand consistently, this move toward consolidating technol-
ogy at corporate or regional headquarters will have one of a few different
manifestations.

e Centralize everything. Ducati has a unit that services its online pres-
ence in international markets, employing a team of six full-time edi-
tors who produce about 70 percent of the company’s content in-house;
the rest comes from contributing editors. Ducati manages its sites for
Italy, the United States, Germany, and Japan using the same software
in Bologna. Of course, the company relies on its national affiliates for
localized sales and event information.
Centralize the really hard stuff. Six Continents centralized its content
management, CRM, and personalization technology in Atlanta but re-
lies on local market resources for translation services and on regional
managers to approve the translations. Individual hotels can edit en-
tries at the corporate site as well as create and link their own market-
ing sites.

o Centralize selectively. EMC produces core content for each of its inter-
national sites but allows countries where the company has a large
physical and business presence to contribute as much information to
their national sites as they would like. Smaller markets with fewer re-
sources rely on the corporate offices for everything, providing the
U.S.- and France-based centers with local information.

Third: Translate Only What Matters Working with corporate and lo-
cal market specialists, you should determine exactly what people are look-
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ing for at your international sites. You cannot afford to make much of your
content available in very many markets, in part because translation and
continuing updates cost you by the word. Besides cost, there is a direct,
inextricable relationship between the quantity of content that you translate
and its quality. Early movers have found that thoroughly localizing com-
plex Web sites that host enormous amounts of content and interactivity is
very difficult. This realization has led these companies to limit the content
to a nucleus of essential facts, called the content catalog.

This benchmark also helps the company’s global planners because they
can accurately estimate the cost of setting up and managing a national site.
Using the content catalog allows EMC to calculate its return on invest-
ment (ROI) accurately in each market. Planners can also point to the
power of translated material in increasing traffic to the site or converting
more lookers to buyers. Like most international leaders, EMC will not di-
vulge the financial benefits of its translation and localization investments,
but the company does say that it is the only way to make sure that cus-
tomers get the EMC message quickly enough—so much so that during
the slowdown that started in 2000, globalization remained one of the com-
pany’s priorities.

For more complex transactional sites, such as Eastman Chemical’s e-
commerce activities, creating a content catalog can be a much more diffi-
cult task. The chemical manufacturer found that its legacy transaction and
product catalog system could not support languages other than English or
locales other than the United States. Combined with the older systems’ in-
flexibility, this shortcoming led Eastman to revamp its content and trans-
action architecture. Besides gaining the ability to support its international
markets, the company found that its new systems gave it greater flexibil-
ity in managing new products and improved its ability to integrate its cor-
porate systems with companies that it acquired.

As Eastman discovered, the content catalog boosts the corporate mis-
sion by improving the quality of information systems in general (see Fig-
ure 7.1). This online nucleus maps to a corporate best practice for content
management in general.

Finally, as part of your work in developing a content catalog and a cor-
porate style guide, you should clean up the source content. Translation
companies such as Architext have developed a service offering that re-
views your content for unnecessary text before translation. Eliminating
repetitive text, verbosity, multiple synonyms, and market-specific graph-
ics will save on translation costs.
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First: Create Next: Collect data Then: Add
the basic about how it’s used more detail
catalog over time
 File address » Corporate/local * Business rules
* Category  Log of actual usage * More detailed XML
* XML tag or name * Frequency of change metadata
* Summary * Problem reports e Transaction rules
o Applications where used  Privacy restrictions e Intranet usage
e Language * Market regulations e Extranet links for supply
* Market chain

Figure 7.1 Content Catalog Will Improve Corporate Content Management

Note: The content catalog also captures information that is critical to enterprise-wide content man-
agement. Data about the data—called metadata—tells you how and where content is used, thus im-
proving your ability to forecast the effect of any changes. Tied into a translation scheme, content cre-
ators and translators will have much greater insight into the information that they touch. XML tags
provide guidance to software tools and systems about how they should manipulate and display the
content items that the tags describe.

Fourth: Aggressively Use Cross-Language Tool Technology
How well translators render information into another language and how
quickly they can do it and at the least possible cost will all factor into the
complex calculus that accompanies every discussion about the return on
your globalization investment. With that in mind, your company should ei-
ther complement its revivified content architecture with tools that opti-
mize the translation process or insist that your external translation part-
ners use them. These aids will increase the productivity of international
teams by letting them reuse previous translations and monitor rules that
let them know what has to be translated.

The most basic cross-language technology lets you reuse previously
translated work such as corporate backgrounders and product descrip-
tions for your key markets. However, that is when the really pernicious
part of your international foray begins to unfold: The source content and
data are in constant flux as companies and products evolve.

Keeping the data consistent can be an expensive Sisyphean task. Rather
than retranslating each and every word in a document whenever anything
happens, however, you should have to translate only the changed part of
the text—and keep the previously translated material that did not change.
Even phrases from older translations and preapproved text such as legal
boilerplate and corporate messages could be reused in new documents.
This capability is called translation memory and is frequently packaged as
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part of a translation workbench, which consists of various productivity en-
hancers such as online dictionary support, cost calculators, word coun-
ters, and lightweight work flow.

® A translator’s memory. In its simplest form, a translator records his
work in a file or database. When performing future translations, he
might search the database for matches with his previous renderings
of the same words, phrases, sentences, or even concepts.

o Computer-aided translation memory. Computer-based translation
memory from suppliers such as Atril and Trados records segment
pairs—a source-language segment such as an English sentence or
phrase plus a target-language segment (the equivalent German sen-
tence or phrase)—in the database. Whenever the software sees an
identical source language segment occur in a subsequent translation,
it suggests the previously translated segment as the basis for the new
translation. The translator can then approve the suggestion as is, use
the suggested translation with minor editing, or reject the suggested
translation outright.

Most translation memory tools also support fuzzy matching for less ex-
act correspondences. For example, the new source text might include a
request like “send 5 fireplace pokers by March 1,” but the tool will recog-
nize the very similar “send 4 fireplace pokers by April 10” and suggest that
as a match to the translator, making the appropriate changes in quantity
and date.

Two words of caution:

1. Insist that translators use tools with standardized interfaces. Through
the late 1990s, these memories were proprietary, with each software
supplier creating its own format for the stored translations. However,
LISA and a standards definition group called OSCAR have developed
the XML-based Translation Memory eXchange (TMX), a specifica-
tion for tools to share translation memories. OSCAR® has also been
working on standards for parsing sentences. This capability, called
“segmentation,” provides a consistent way to specify where and how
a sentence can be subdivided (e.g., at the prepositional phrase, clause,
or syntagmatic level). Without such agreement, TMX memories are
difficult to share because one tool might partition text at the sentence
level while another divvies its up by the phrase. You should specify
that translators should use TMX-compliant tools.
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2. Retain ownership of your translation memory. If you're using an exter-
nal firm, make sure that it is clear that your company owns the trans-
lation memory that results from their work and that your ownership
will survive any termination of your business relationship. If the trans-
lation vendor owns the memory, your switching costs will rise astro-
nomically. Translation memory is a critical business asset that will
save you enormous amounts of money over each translation. Make it
the supporting technology for your international glossaries and ter-
minology management.

Fifth: Automate “Impossible” Tasks, Such as Monitoring Every
Change In an earlier chapter I outlined why the growing volume of con-
tent and its increasing volatility demanded an organizational solution—
service level agreements—to ensure brand and product consistency
across markets. However, most companies address this issue with cum-
bersome manual processes or expensive purpose-built software solutions,
neither of which solves the problem for long. These ad hoc approaches
work for small amounts of volatile content shared between two or three
markets, but they collapse with larger volumes of information spanning
multiple country-language pairs. The best solution will be to have software
constantly monitor for any change to internationally shared content and
automatically trigger translation and localization operations.

Let us consider MondoPharma, a hypothetical U.K.-based pharmaceu-
tical giant that had undertaken a full Web site review to remedy the in-
stability of its first-generation online offerings. One of the study team’s
conclusions was that content supporting the brand and global products
needed to be shared across the company. The team had a few require-
ments for brand elements and globally distributed products:

¢ Every product with worldwide distribution—such as its MonProxen
(naproxen) pain reliever—had to be translated for every market where
Mondo had a sales office. Each translation had to be exact (i.e., se-
mantically and legally identical) because Mondo’s lawyers—and local
regulators—insisted that these descriptions were the legal and scien-
tific description of the company’s formulations.

¢ Each translation had to be localized. Mondo distributed the productin
a different form for each market. Distribution in Canada might be
through federal clinics, through HMOs in the United States, and
through charitable nongovernment organization (NGO) channels in
Africa. In each case, Mondo’s marketers had to adapt product discus-
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sions, usage information, and other details to satisfy those market dis-
tinctions.

¢ Each time there was a change, these content adaptations had to occur
within the 24-hours mandated by the service level agreement be-
tween Mondo’s headquarters in the United Kingdom and its individ-
ual country units.

To date, Mondo has relied on a manual process to make sure that its
marketing teams translated and adapted the information for different mar-
kets. The company’s study found, though, that updates frequently slipped
through the cracks of its ad hoc work-flow process. To prevent this, the plan-
ners wanted to have software constantly troll the source databases for any
changes in globally shared content. If the software noticed a change, a rule
server would initiate a localization work flow for the changed content, thus
assuring that it would be updated for the target market (see Figure 7.2).

Site Perform final Notify relevant “END”
Manager technical check Post content to groups that
& post to test production site content has
server been posted
Translate q Send content to
Translator content gy S site manager
German i
Country o Initiate work flow Review content
Unit e Send item to be translated ECEEDY [2lilelf
e Notify first person in work flow to submission
Rule for Rule for Rule for
Brazil u.s. Germany
U.K. drug information
T T T stored in database
Back-office .
Software Multimarket Rule Server
Rules for how content is to be n? :r?if;?i:t
translated or adapted 9
START for each market

Press releases

managed by
content management
system

Figure 7.2 Automating the Translation Process
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Unfortunately, Mondo’s planners found that no products in the market-
place met these requirements in full, especially for the integrated rule
server. However, they did see how their content management software
would evolve over the coming years to help them out.

¢ For the near term, they would employ specialized globalization man-
agement servers (GMS) from suppliers such as Idiom, Uniscape, and
Global Sight to help content management systems keep multiple in-
ternational sites synchronized. They do so by allowing developers to
define the rules for how international sites should respond to changes
to their source content, automatically monitoring those sources for
changes, and then initiating the work-flow process to make sure that
those changes are executed. At first glance expensive, these solutions
actually avoid the expense of purpose-built code.

¢ In the longer term, Mondo would rely on the content management
systems themselves to internationalize themselves and to add their
own global rule servers, likely by acquiring the GMS companies.

Looking forward, as your information technology colleagues automate
the content update task, they should apply strict international buying cri-
teria to their purchases of the enterprise software—databases, content
management, application servers, and ERP systems—that figure in most
content architectures (see Table 7.5). Other things to look for to increase

Prerequisite

L
>

Data Transparency Localizable Rule Server
A system allows end-to-end A system can manage all A company can define
support for any of the scripts, aspects of data processing  content rules to specify
character sets, and encoding such as displaying error adaptations and usage for
discussed in Chapter 6. messages in the local each market where that
language and presenting content is used.
Ideally, someone anywhere  prices or calculations in
on the planet can input local currency. The software automatically
his name, have it stored, executes these rules
managed, and otherwise Ideally, developers can flag  whenever changes are made,
pass through the system individual pieces of content  thus enforcing consistency
without any corruption or or whole classes foruse in  and correctness across all
loss of information. specific locales using XML sites.
tags.

Table 7.5 International Buying Criteria for Enterprise Software
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automation and efficiency are localized interfaces (i.e., development tools
in German, Japanese, Portuguese, and so on) so that you are not limited
to anglophone developers and open product interfaces that allow third-
party products to plug in as needed. Meanwhile, push hard on your enter-
prise software providers to make international market support a key fea-
ture in future releases.

Using a global Rule server, Mondo could specify rules laying out exactly
which content should be used in which market and how they would be
described. Mondo’s developers would create a work-flow process so that
the company could grab information from different labs around the world,
from its distributors, from field trials, and so on, and then adapt that con-
tent for any market. Mondo realized a much tighter level of control over
Mondo’s global brand, but with the ability to have each location incorpo-
rate local content as appropriate.

Why Is the Computer Unable to Do All This Translation?

Computer-generated translation—often called machine translation (MT)—
figures prominently in military intelligence and science fiction. Simply
stated, a computer translates text from one language into another at light-
ning-fast speeds. Depending on the power of the software, its ability to
learn, and the use of specialized dictionaries, computer-generated transla-
tions have approached high levels of accuracy—better than simple gist-
ing, but nowhere near the level of an accomplished or even pedestrian hu-
man translator. Suppliers of MT include IBM, Bowne Global Solutions,
and Systran. Each supplier claims that its accuracy reaches up into the
ninety percents for different kinds of content.

Where Machine Translation Has Been Successful-And Not
Given the massive amount of information that companies would like to
share among its employees, with business partners, and with its con-
sumers, many have studied how they might employ computer-generated
translation engines in their businesses. Their uses range from rough
translation to prepopulating translation memory to allowing development
teams to collaborate (see Table 7.6). Two immediate applications are
product catalogs and e-mail:

o Translating product catalogs. Telecommunications gear supplier Lu-
cent and aerospace manufacturer Rockwell International have long
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Role

Function

Translate articles for
background information

Rapid population of
translation memory

Linguistic analysis

Collaboration

Development aid

Provide a rough translation of information that might
otherwise never be translated due to cost, time, or
resource constraints.

Quickly load vast amounts of supporting content into
translation memory. This capability—combined with an
industry and corporate lexicon—would give human
translators more pretranslated words and expressions
to validate against their own translations.

Score the linguistic difficulty of source content, helping both
content authors and translators forecast the cost and
complexity of translation.

Support multinational development and marketing teams.
IT staff further upstream in the site development process
might not be able to communicate effectively. MT-enabled
e-mail could improve the collaboration among these
nonlinguist developers.

As a way to bootstrap development. HTML, Java, and
interface developers must test their applications, layouts,
and templates for common localization problems such as
language character expansion and basic look and feel.
Provide reasonable facsimile of corporate content in target
language rather than printer’'s Greek (“Ipso lorum . . ).

Table 7.6 Where Machine Translation Can Add Value

Note: Although machine translation is not ready to create compelling sales pitches or translate best-
selling novels, it can perform several important supporting roles as companies move into markets.
These useful functions range from translating materials that otherwise will never get translated down
to helping multinational development teams communicate. Expect this technology to improve over
the coming decade as linguistic technology improves and as more potent computers provide the plat-

form at lower prices.

used machine translation for translating product catalogs. Lucent first
loaded telecom industry lexicons and Lucent glossaries into the MT
engine that it bought, then translated enormous numbers of docu-
ments that were then picked apart by a company expert. The human
made changes to the lexicons and then reran the translations, getting
a more accurate rendering each time. By the end of this process, Lu-
cent had achieved a result closer to quality translation than to rough
renderings. This level is adequate for the many small changes to tele-
com product specifications. This combination of MT with postpro-
cessing by company experts is the best approach to improving MT
quality.

® Dealing with e-mail. Some firms are looking to MT to deal with the
massive flood of e-mails both inside and outside companies. Germany
conglomerate Siemens has been using machine translation to provide
gisting for internal e-mail. Network gear manufacturer Cisco has been
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working with MT companies like Systran to add automatic translation
to its call center products.

Other companies are experimenting with MT to respond to in-
quiries in the same language as the incoming e-mail, typically not a
strong point for many companies responding to questions from the
Eighth Continent. In 2001, only 8.9 percent of the companies sur-
veyed by Australian MT supplier WorldLingo” responded correctly
and in the same language as WorldLingo’s e-mails. While WorldLingo
does have a vested interest in companies using more MT solutions,
the results indicate that over 90 percent of the companies that invite
contact with their online prospects simply cannot respond. MT could
be part of the solution to that shallow promise.

In venues requiring marketing rhetoric or exact instructions, other
companies have found less benefit in MT. For example, General Motors
experimented with a prototype authoring environment using MT, transla-
tion memory, and tight process control with its translation partners. It ul-
timately decided that the benefits of MT implementation did not justify the
upfront investment.

Should You Use Machine Translation? Does it make sense for your
company to use MT online or for your customer service group to supple-
ment its human translations (see Figure 7.3)? If you do not use machine
translation at all, you can expect to lose some customers who want more
information and will go to your competitors to find it. If you rely on more
ambitious prospects to seek out and use a free MT offering at Google or
freetranslate.com to translate your site, you are giving up a lot of control
over your branding and message to an unaffiliated source. If do you
choose to offer it at your site, make sure that visitors understand that what
they are seeing is a gisted translation made available for their conven-
ience. You might add an industry-specific lexicon and perhaps postpro-
cessing, but each additional step costs more money.

Marching Orders from This Chapter

You should undertake these three tasks next:

1. Aunounce that quality translation is not an option. Even though many
of your potential customers and partners may speak your language,
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Highly
Dynamic . .
y Highly Dynamic Highly Dynamic
Low Demand High Demand
Solution: Solution:
Machine Translation Machine Translation
Frequency
of Change
Static Static
Low Demand High Demand
Solution: Solution:
Machine Translation Human Translation
Static
Low Demand Frequency of Access High Demand

Figure 7.3 Decision Matrix for Machine versus Human Translation
Source: SDL, presentation at LISA conference, August 2001.

Note: This matrix from a presentation by an MT supplier compares machines with human translation
on two axes: frequency of change and frequency of access. For fast-changing content that otherwise
would not get translated, machine translation wins in most cases.

many do not. By not offering them the choice of interacting in their
language, you are putting your company into a net deficit position rel-
ative to their needs. Creating a core content catalog for your company
and using it as the vehicle to enter new markets will bound both the
cost and the required resources.

2. Revisit your content architecture. The rapid development of corporate
Web sites in the mid to late 1990s resulted in unstable software, cobbled-
together work flows, and too many tools and file formats. Newer,
more stable technology, key standards, and better understanding of
how distributed authoring works are a few of the benefits that will re-
sult from a systematic review of your online business. In the course of
this review, it will be easy to see where and how translation fits into
the overall mix.

3. Insert translation into the heart of your business. Viewing translation
and adaptation as an afterthought or a necessary evil will not win you
any international marketing awards. As you build out your global
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business, include translation as an early step in product development.
Support it through mainstream content management, good transla-
tors, documented processes, feedback, translation workbench, mon-
itoring, and the automated business rules in global resource servers
to keep international sites provisioned with only correct, current, and
consistent information.

Mira’s Log

Mira began to understand that Acme was unlikely to become an interna-
tional superstar unless it paid more attention—and devoted more of its bud-
get—to localized translation. But she also learned that translation at the end
of product development was a sure-fire way to increase the cost and probably
delay the project. She determined that translation and localization had to be
an intrinsic part of Acme’s business planning and product development. That
meant making sure that her colleagues in IT, engineering, marketing, sales,
and other operational groups around the company also understood—and did
something about—the scope and depth of the requirement.



Organizing to Serve the
Eighth Continent

With the heavy-duty globalization tasks laid out in some detail, Mira now
turned her attention to the question of how Acme could deliver on the flexible
organizational model that she had laid out. From her audit of Acme’s inter-
national sites, she knew that the company already dedicated a lot of money
and staff to projecting its brand in every market where it did business, but
these efforts were often off-brand and out of sync with the corporate pitch. She
decided that these variably branded Web sites would be a good test bed for the
new organization and its outsourcing partners, the work flows these teams
would establish, and the technology that they would build and buy.

By consolidating Acme’s international branding presence and more effi-
ciently applying staff around the world, she hoped to formalize the more flex-
ible global organization that she envisioned as CGO. She would unite these
resources—from corporate, transnational business units, regional head-
quarters in Europe and Asia, and individual countries—to meet the com-
pany’s online needs across the full range of Internet, intranet, and extranet
applications, however they evolved. And she intended to be more cost-efficient
than followers of today’s shotgun approach.

Practical Organizational Issues That the CGO Will Face

This chapter discusses the nitty-gritty of the flexible, multinational orga-
nization that a CGO will put together to maximize the use of resources.
Major issues include:
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o Alignment with corporate plans. Many of the business plans for glob-
alization that I have read lay out a project schedule that simply states
“Add support for France and Germany in the second quarter; Brazil
and Japan in the third quarter,” and so on. However, the plans spec-
ifying enhancements to the domestic market are far more detailed,
outlining exactly which technology and marketing resources will be
required at each step. A successful entry into international markets
or an Intranet requires that same level of planning detail, especially as
it relates to who is going to do the work.

o The right skills. Most companies lack the right mix of skills and geo-
graphic location of those competencies to support international mar-
kets. The combination of budget realities and job market availability
will keep most from hiring the necessary people, so practical CGOs
will evaluate the inventory of internal talent around the globe, add
them to their virtual team, and fill gaps with outsourcers. As dis-
cussed in Chapter 3, no single model works for establishing roles and
organizational structures. The CGO must apply these resources at
hand on a case-by-case basis to structure the teams that make most
sense. This impermanence is critical because available resources are
always in flux. As Chapter 9 discusses, you will likely use outsourcers
to manage and execute some of these functions.

o Short-term success. In order to make globalization a mainstream, com-
pany-wide concern, the CGO should undertake a showcase project to
demonstrate its value. Corralling international branding would be a
good first effort because it is a high-profile part of the business. Im-
proving the consistency in international brand management is a vis-
ible, enlightening exercise for marketing units around the company.

e Cost. This all costs a lot of money, and it has to show some value. Chap-
ter 10 will also talk about measuring the returns on these investments.

CGO Enunciates the Vision

As part of his global leadership, the CGO must clearly articulate the vision,
objectives, and benefits of global business to the entire company. In most
cases, even with top management’s full-fledged endorsement, that means
showing results. One way to show some results in the near term is to get
branding under control and use that success as a springboard for broader
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efforts to get the various global online activities integrated into the corpo-
rate mainstream. In your company, it may make more sense to get the
supply chain or employee Intranet under more systematic management
and control first, but I will use the branding effort for this case study.

A Showcase Project to Demonstrate
Some Progress and Benefit

Given how dysfunctional many online branding efforts beyond the head-
quarters country are, this is a visible blemish on the online escutcheons
of most firms. Combined with the real need for on-brand messaging, this
is a good place to start: The before and after pictures will be obvious to all,
and the future vision will be easier to illustrate. Phase 1 is very straight-
forward.

1. Inventory assets. This first step is mainly grunt work, finding all the
branded sites that your company has in place in different markets and
capturing information about site ownership, the technology used to
deploy it, the staff that was involved, and any other resources that
keep it running. You will need a precise picture of your current assets
and capabilities in order to determine the extent to which they can be
leveraged to clean up international branding.

2. Link to corporate branded site. With this information in hand, the next
step is to have your corporate developers create a new home page
with an international directory. Cross-link all of your international
sites to this drop-down menu, allowing viewers all over the world to
access your company, thus creating a universal entry point. Individ-
ual country URLSs continue to work, but the dot.com site is country-
agnostic, navigating any visitor to the language and country that they
need. This is the most common approach of the largest companies in
the top Internet economies that I have reviewed.

Remember that this is just the first step toward global brand consis-
tency. Behind that drop-down menu, the individual country sites will con-
tinue to look as balkanized as they did before. But two things will have
changed: (1) The branded dot.com site points visitors to a place where
they can get the information they need, and (2) the individual country sites
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can direct visitors to a more corporate view. Alternately, when visitors pass
from a country site to the corporate site, they can use the directory to find
information about another market.

Executing this approach will cost you very little. You can conduct the in-
ventory via e-mail, telephone, and shared workgroups on your Intranet,
storing the results in a network-accessible Excel spreadsheet. Then your
technical teams at corporate will build a new home page, linking in sites
from around the world to the drop-down menu. Each country unit in turn
will add a link on their home page to tie back to the corporate site.

The second phase of this international branding-consistency project is
to proceed from the mishmash of sites behind a common international in-
terface to a more coherent representation of the company (see Figure
8.1). In this second phase, the CGO will work with countries, regions, and
multinational business units to unify the branded look and feel, establish
consistency through the core content catalog, and provide the same levels
of service and reliability in different markets. This “later” phase in Figure
8.1 is a more evolved corporate branding site where the same front door
offers a choice of different market sites to visitors but provides an on-
brand experience regardless of where the visitor strays.

Before After Later
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Figure 8.1 Consolidate International Branding Sites

Note: This figure represents the gradual unification of brand under the corporate dot.com site. The
“before” phase shows what many companies have today: disconnected international sites with dif-
ferent levels of information, off-brand messaging, and a different look and feel. The “after” view links
those disparate sites—warts and all—to a drop-down country choice menu on the dot.com corpo-
rate site. The more evolved “later” stage unifies brand presentation, look and feel, navigation, and core
content.
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The net: Globalization is a big issue that touches every part of the company.
To gain credibility, the CGO should launch a well-defined project to show a
near-term benefit and demonstrate how he or she will tackle the bigger issues.
A great candidate is the first phase of an effort to consolidate international
branding. Success here will be seen as a solid step in making international
support part of the mainstream business.

Applying This Model More Broadly

Many firms figure that they are finished once they have country-specific
sites and a common interface. But there will not be many visitors if they do
not know that your site exists. Furthermore, prospect interest will fade
quickly if a given site is unbearably slow, if it presents information that is
inaccurate or outdated, or if it is visibly inferior to other corporate sites at
the visitor’s fingertips. The CGO must identify staff to help create the right
experience. Companies typically undertake these five steps:

1. Find the people to do it. Globalization requires a lot of skills: Tradi-
tional Internet competencies such as authoring, engineering, quality
assurance, marketing, and project management top the list, but you
will have to supplement those talents with business, internationaliza-
tion, localization, and translation expertise. You will find some of
these people around your company, but you may have to dig deeper,
hire, and bring in contractors for many of the more esoteric tasks
such as internationalization.

2. Specify the technology and tools. A common task such as establishing a
consistent global brand image has the same requirements worldwide,
so the technology should be the same: content management, maybe
a database, some personalization, reliable application servers, work
flow, and a limited set of tools. The hardware and software capable of
delivering multiple local sites should enable consistent, 24-hour-a-day
performance and service levels across all target countries.

3. Define the content. As discussed in earlier chapters, the core content
catalog is key to conveying the same message in each new market.
Defining the content catalog is a communal effort involving everyone
from product designers to lawyers, but implementation falls on the
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shoulders of the small online content groups that many companies
have evolved over the last several years.

4. Design a corporate presentation model. Here you will establish the cor-
porate look and feel, including the esthetics of user experience, us-
ability engineering, site design, color palettes, and other elements. This
work is frequently done by marketers and brand managers. They will
need to reach out to both digital branding professional, localization
specialists, and their branding and marketing associates in the differ-
ent geographies.

5. Develop the information architecture. The concept of information archi-
tecture is relatively new and involves a deeper, more involved analysis
of how someone navigates his way through the depth and breadth of
your site. Typically, this architecture involves creating a planning “war
room” where the practitioners post diagrams of each page or func-
tion, and where a visitor might branch from each of those points.
These techno-savvy designers usually carry the title of information
architect and work with any of these three groups—technology, con-
tent, or marketing—rather than in a separate organization.

Find the People to Go Global

If you staff these functions improperly, any part of this organization could
become a bottleneck. As content volumes and visitor demands increase,
a bigger group will be required to grow or risk becoming ineffective. To
make sure that everyone knows who does what and in what time frame:

o Assign responsibility for each undertaking. Organizing and supporting
e-business globalization requires dedicated senior leadership. You
should identify a top manager to head up the entire effort. This per-
son should have a profound understanding of your company’s busi-
ness, Internet strategy, and globalization objectives. For example,
Cemex has set up cross-region teams that it calls e-Groups to imple-
ment its strategy for the global Internet. These groups report to a
process owner—Ilet’s call this area specialist a group director—who
in turn is sponsored by the CGO. Patronage and support go up and
down the hierarchy.

o Assess the skills that each group needs. Use the talent that you have on

hand from corporate, transnational business units, regions, and indi-
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vidual countries. Some companies have implemented a skills certifi-
cation program both to ensure that only qualified people are involved
and to train those who need it.

o Flesh out missing skills with contractors. You probably do not have all
the resources to deal with the business, language, culture, and tech-
nology issues of every target country. Using outside contractors for
internationalization, localization, and translation is a good idea, but
they will not help you very much on aligning these efforts with your
business goals. See Chapter 9 for more on this point.

Equipping Staff for Their International Mission Globalization can-
not happen in isolation. Because it affects every functional area of your
company, the CGO should drive every department to review its opera-
tions, identify overlap, and make adjustments where necessary. The CGO
must also make sure that the whole company is responding—for example,
order administration, shipping, invoicing, and customer call centers. This
should be a bidirectional effort. Any new or modified product lines, ad-
justed pricing, or changes to local distribution and support that you make
to support new markets must be reflected online.

The CGO must ensure that the online globalization work becomes a co-
herent and integral part of the company’s overall strategy. Information
must constantly flow between the Internet and the globalization-related ac-
tivities occurring elsewhere in the company. The CGO will also have to see
that employees get trained in a few key areas:

¢ Global awareness. Long accustomed to single-market activity, many of
your most expert employees have never had to think about cross-
cultural marketing, code pages, export restrictions, or any of the
other arcana discussed in earlier chapters. If your company has an ed-
ucation or training department, consider having them put together
presentations based on each of the chapters in this book.

® Best practices. Your company probably already has a policies and pro-
cedures manual that describes basic corporate policies. Revise these
guides to reflect the growing globalization of your company. Your com-
pany may also have a style guide, glossaries, legal guidelines, and other
manuals discussed in Chapter 7. You should complement these cor-
porate resources with additional material to deal with global audiences.

e Education on cross-cultural interaction. As a result of the work flow
that drives the core content catalog, it is likely that many of your em-
ployees may be working directly with foreign nations for the first time
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Figure 8.2 Worldwide Work Flow Spurs Need for Training

Note: Cross-cultural interaction results from the flow of information through the content catalog and
the work flow that supports it.

(see Figure 8.2). Everyday activities such as e-mail and common job
functions such as collaboration may be radically different from cul-
ture to culture. The bottom line: Budget for the necessary training in
cross-cultural communication and collaboration.

This is the flip side of the issue raised in Chapter 3 in the discussion of
full-context personalization: Just as the audience is different, so too are
your in-country staff members. They have different individual motivators,
value systems, ways of doing work, and expectations about how things
should be done:

e Individuals respond in their own way. They often have very different
protocols for online interactions. Flip expressions and irony are often
lost within a country, and very regularly across languages and borders.
Different countries have varying degrees of tolerance for sexual and
racial expressions and anecdotes.

The CGO’s team should provide guidance on how to communicate
with coworkers around the world. Some companies have adopted the
six-hats method whereby the speaker prefaces his remarks or e-mail
with the color hat indicating his attitude.! For example, a white hat sig-
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nifies facts, figures, information needs, and gaps, while a black hat
symbolizes judgment and caution. Other companies encourage em-
ployees to use explicit call outs or emoticons, while Lands’ End in-
cludes a translation by a native speaker in many e-mail communica-
tions with its Asian employees.

o Companies work differently, too. Understanding that there are major
differences in how companies work can surprise people even at the
highest levels of a company. Difficulties can arise on any front, from
managerial behavior to notions of what size of a staff is required. For
example, when General Motors and Fiat announced that they would
jointly develop and market products, marketing vice presidents from
both sides gathered to discuss how the teams would work together.
Fiat’s representative said that “GM’s head of public relations tells us
that they have about 600 people working PR. Well, once we finally in-
cluded all of our secretaries and delivery people, we came up with a
padded total of 50 on our side. In reality, we’ve only got five, maybe six
for the whole world.”

Getting to Know the Local Talent and Empowering Local Organi-
zations Most people like to do business with others whom they know
and trust—and greater confidence comes from a personal meeting than
from voicemail or e-mail interactions. Therefore, a good practice is for the
CGO to make an international tour to meet the people with whom he will
be working. Conversely, the CGO should make a point of meeting any in-
ternational employees who are visiting headquarters.

Hoover’s globalization advocate, headquartered in the United King-
dom, notes that very frequent face time at headquarters is critical. Twice-
yearly visits to Hoover’s Texas base of operations have made him someone
whom people expect to see and are not surprised to hear from. This famil-
iarity holds people accountable for promises and action items that they
have taken.

As the CGO heads out to meet the people in the field, he or she should
use this opportunity to assess the regions and the countries. As he builds
out his virtual teams, he has no alternative but to evaluate the resources
that the company already has in place, match them up against needs, and
make the necessary decisions. If the CGO makes an honest evaluation of
each overseas office’s capabilities and staffing, he may have to get rid of
some staffers. However, he must comply with the local employment laws,
deal with the possibility of resentment, and patch any holes that layoffs
might create in the oral tradition of local work flow.
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[dentifying Staff for Globalization Efforts In the following sections
I propose an organizational staffing for a company intent on globalizing its
online presence and providing support for other units of the company. The
roles that I describe might not match up with the way you do things inside
your company or with your particular needs. However inappropriate these
particular titles and job descriptions, the goal is to get your company think-
ing about the following:

e Functions. The globalization teams deal with essential operations in-
side your company. They could act in a similar fashion to cross-
functional teams already in place. For example, they might model
themselves after your product teams, which act as a conduit for infor-
mation, management, recommendations, and problem resolution be-
tween your company’s suppliers and management.

Composition. The exact number of resources and employees that your
company needs will depend on many variables, including the ultimate
size and complexity of your company’s globalization effort, the
amount of content, corporate structure, the tools utilized to develop
and maintain the sites, and the extent to which the sites are managed
centrally, locally, or regionally.

® Responsibilities and titles. These titles represent tasks that need to be

performed (see Figure 8.3).

If yours is like most companies, your staff often takes on other respon-
sibilities or wears multiple hats. As the globalization initiative grows within
your company, so too will the responsibilities for all positions, both official
and unofficial. One thing that often stands in the way of globalization suc-
cess is that international responsibilities are unofficially assigned. Because
these undocumented new tasks are not listed on performance evaluations,
they drop to the bottom of the employee’s priority list. One way to safe-
guard against this common problem is to create official positions respon-
sibilities, thus ensuring that employees are evaluated for all the jobs for
which they are responsible. However, recognizing that the budget may not
be there today, the CGO should make every effort to ensure that all em-
ployees have ample opportunity to complete their official and critical glob-
alization tasks. As soon as business and budgets allow, the company should
establish roles and responsibilities on the principle of “one job, one person.”

Working with the Group Directors Each of these teams needs a
chief who reports directly to the CGO. Depending on the size of your com-
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Note: Working with executive and other management advisors around the company, the CGO defines
the corporate strategy for globalization. SWAT teams focused on the major functional areas employ
the same virtual model, drawing on resources from inside the company as well as from contractors.

pany, these leaders will likely be senior managers running multiple proj-
ects. These group directors are responsible for managing the team, its plan-
ning, its budget, and its deliverables. They will also coordinate the team’s
activities with other groups inside and outside the company. The following
sections discuss their duties in more detail.

Global Technology Team

This group has one basic mission: to optimize the use of Internet technol-
ogy to meet corporate needs wherever they are, integrating it as much as
possible with existing investments and practices.

® Revise corporate architectures. This team will work with other groups
to develop and revise corporate architectures to meet the interna-
tional market needs for language, currency, and common business
practices and formats discussed in Chapter 6. It will identify interac-
tions and dependencies.

e Consolidate technology spending. It will centralize investment wher-
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ever something looks shared and reproducible. This group will find
the things that it makes no sense to pay for over and over again in
every market. It will consolidate corporate purchasing, training, man-
agement, and other typically duplicated functions and costs.

e Develop tools for content creators. This squad will select, apply, and
develop technology resources for market specialists, translators, con-
tent authors, and others. They will bring in cross-language tool tech-
nology that increase the productivity of content creators and transla-
tors, improve work flow, and ensure that only current content is
published at your international sites.

® Maintain site consistency. This group is at the forefront of the chal-
lenge to keep your site vibrant. Working with the content resources
team, this group ensures that your international sites continue to of-
fer current, correct, and consistent information to their visitors, re-
gardless of where they come from.

® Research new technologies. These developers will constantly scan the
Internet horizon to see what’s happening next. They will stay on top
of advances in core technologies such as content management, data-
base, application servers, and personalization. They will also evaluate
capabilities, capacity, and viability of these systems to meet interna-
tional market needs.

Staffing for the Global Technology Team Because it will leverage
corporate systems and expertise, the global technology team usually
makes its home wherever your company builds its major systems. At more
globally evolved companies, this is not a separate organization but rather
a nonnegotiable requirement for all corporate development activity. For
example, as it designs its next-generation Internet architecture, Six Conti-
nents has made global deployment a key design goal. Regardless of how
evolved your thinking is, however, you do need to provision for the follow-
ing activities.

e The group director. One person must have clear oversight for the in-
tersection of international technical needs with other corporate sys-
tems. Having someone in this role should limit—if not eliminate—
any redundancies in the system, such as the independent sales sites
in Germany that duplicate the regional offering in Belgium. The
group director may also work to set up technical development centers
wherever your company has big concentrations of developers or
wherever personnel costs might be lower.
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o Other managers. Development leaders at the business unit, regional,
and national level will be pulled into this virtual organization. What-
ever online activity they are developing should be pulled under the
bigger tent of the global technology group.

e Architects. Globalization offers your best and brightest engineers a
chance to add some impressive words to their résumés by applying
their RAS® mantra to more complex multinational systems. For ex-
ample, security will be an increasing concern as your sites break
down the walls between Web, intranet, and extranet. These architects
will have to assess the vulnerability of newly exposed systems, plan
for offsite backup, and deal with issues such as denial-of-service at-
tacks against revenue-producing systems.

e Developers worldwide. Your best and brightest developers will also
find major new projects to work on, at both the system and tool level.
For example, developers at a European airline created a “toolbox” to
let Web content authors do more publishing themselves. This kit al-
lowed less savvy or understaffed local offices to add content and even
additional pages to the corporate site, giving them the ability to plug
in local advertising banners and customer responses and to tailor the
level of interactivity to local telecom performance.

Once you move beyond the centralized branding activity outlined ear-
lier to procurement and employee-focused systems, you will find that it
makes sense to host some of these systems locally. This means having a
local-country infrastructure to support market interactivity with local cus-
tomers or visitors with whom you want to interact. Ideally, the local or re-
gional units will be able to take advantage of core technology built by the
global technology team, adapting it to their market requirements. For ex-
ample, if they want to service customers in China, you must supply them
with the technology and people necessary to support a Chinese-speaking
population.

Content Resources Team

Content creation is a widely dispersed, highly variable function. Its volume
and volatility increase daily, raising new demands for companies to man-
age better the data and other information that describe their offerings and
value propositions. Many firms have implemented systematic work flows
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on top of the document, database, and content management systems dis-
cussed in Chapter 7. The next step is for the content resources team to ex-
tend the reach of these technologies to create a foundation and support
more discipline for international sites and content. This is critical to en-
suring that translation and localization are correct and timely.

e Develop content catalogs. This content repository, first discussed in
Chapter 3, outlines the core set of information and basic information
types that must be translated and adapted for each market where the
company sells its wares. In close consultation with sales and market-
ing groups around the company, the content resources team will cre-
ate the first such catalog aimed at basic market entry and branding.
Subsequently defined catalogs will provide more specialized informa-
tion sets for supply chains, employee intranets, procurement systems,
and other critical business functions.

Provide guidelines. The content resources group will create physical
deliverables such as style guides and translation glossaries. It will also
use cross-language tools and work with partners to develop a com-
pany-wide translation memory to facilitate consistent adaptation of
content for each market and to set standards for the appropriate use
of bandwidth-hogging features streaming video and audio. As it de-
velops work-flow processes, it will also build in steps to ensure the
proper and legal use of capabilities such as personalization.

Clarify processes. This team will define processes to build integrity and
editorial discipline into the creation, update, management, and trans-
lation of content. It will specify work flows that will involve all con-
cerned groups in iterative review processes to guarantee content cor-
rectness, cross-market consistency, timeliness, and legal compliance.
At many companies, this group is also responsible for managing the
review server that stages all content in context so that in-country re-
viewers and other specialists can appraise sites before they go live.
Test and vet the tools. Testing both off-the-shelf products and software
developed by the technology team, the content resources group will
validate that the content creation and translation tools work as adver-
tised and comply with the work flows and other procedures that they
have set up.

Staffing for the Content Resources Team Because content is gen-
erated in every nook and cranny of your company, the content resources
team will span the globe. Content contributors in product management,
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marketing, sales, and other operational groups will be involved as well, us-
ing the tools and processes defined by this team to do their jobs. Two
strategic functions are critical to designing and building a robust interna-
tional presence:

1. Content architect. This individual is responsible for defining the con-
tent catalogs that meet both domestic and international needs. He or
she will work closely with marketing and other groups to create the
catalogs that meet their needs in different markets and will also con-
sult with local market teams and professional translators to tune the
catalog to each market.

2. Information architect. This person designs the flow of control through
a site, determining interactions and navigation. He or she is typically
quite versed in wusability engineering, a field that has gained new
prominence in the era of hyperlinked Web sites that behave like ran-
domly firing synapses. Consultations with specialists for each target
market will be critical to ensure that the flow is correct, that site ele-
ments work with different languages, that visitor expectations are
met, and that no cultural sensibilities are offended. The information
architect will also work with user experience and usability engineers
to ensure that every visitor in each market leaves with the best pos-
sible impression of the site, the company, and the offer.

After these two architects define the structure of the site, the tactical
and operational staff comes into play:

o The group director. The worldwide site director, typically at corporate,
carries overall accountability for deploying global Web sites. He or
she oversees the design of site content and navigation architecture
and also manages the corporate editorial process, creating, editing,
and reviewing all content that is modified or created in domestic and
local markets. The group director is also responsible for managing
contracts with localization and translation partners to make sure that
the content “sings” for each intended audience.

Corporate Web master. This is the operational keeper and publisher of
the core content catalogs—the basic information that you offer in
every market. The Web master is responsible for the day-to-day man-
agement of any visitor-facing content. Working with the technology
team, he or she monitors the traffic to and performance at the corpo-
rate branded sites. Working with market intelligence analysts, the
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Web master cross-tabulates site performance with the real-life net-
work connectivity of the various markets that the company targets.

® Regional and local Web masters. These people manage the day-to-day
approval and posting of content to localized Web sites. Whether the
site is centralized at corporate or locally hosted, they are responsible
for making sure that it looks and reads right for in-country users. Be-
yond the core content catalog, they review and approve all content
that is to appear on a local site or on sites within the region, and they
manage the translation process in the country. They work with the
work-flow mavens to make sure that all local content has been ap-
proved prior to publishing and that all content updates, deactivations,
and deletions occur in a timely and error-free manner. Working with
local content contributors, they enforce the corporate communica-
tions policy and editorial guidelines. They also keep their fingers on
the pulse of site traffic, reporting usage statistics to their online mar-
keting colleagues.

® Multicultural site managers. Other than managing the domestic eth-
nic variants of a company’s online presence, these Web masters per-
form the same duties that a local Web master does. They are respon-
sible for making sure that the site continues to meet the needs of the
ethnic community being addressed. Like the Web master, they keep
tabs on what is happening at the Latino or Turkish site, but they do so
with the added responsibility of aligning it with the “dominant” Amer-
ican or German culture while keeping it linguistically and culturally
tuned to the expatriate Mexican or Turk mindset.

Coercing Content Creators around the Company Most content is
created around the company in response to product or company needs,
repurposed or adapted to other uses, and translated as needed. In this
distributed authoring environment, anybody can be a content creator.
Regardless of where they are located, these authors—many of whose
primary jobs do not involve international markets—need two things to
cooperate: (1) tools and processes that are simple to use and (2) incen-
tives to cooperate.

Over time, you can make compliance with corporate style guides part of
everyone’s job, but until then you may have to get creative in cajoling these
authors into cooperating. You might include global job responsibilities in
their job descriptions and ensure that managers assess employees on their
ability to meet global as well as local requirements. The upside of compli-
ance for your company comes in the form of lower costs for translations
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resulting from less purple prose, use of standard terminology, and other
simplifying techniques discussed in Chapter 7. Until “global” is part of
everyone’s vocabulary, bonuses for compliance and contests might be one
way to get everyone on the same page.

Online Marketing Team

The online marketing team draws on resources and disciplines from
across the company, ranging from established Web teams working with
personalization technology to the direct marketing group doing mailings
to the crew responsible for enterprise-wide customer relationship man-
agement (CRM). The online marketing team will

® Analyze customer behaviors and market potential. What motivates buy-
ers in international markets will likely vary from what drives them in
your home country (see Chapter 3). This team will work with corporate
resources and local knowledge to assess each country-language pair
as a new market with its own revenue potential, business rules, gov-
ernment regulations, consumer preferences, and cultural behavior.
® Design campaigns and sites that meet these expectations. Basing their
efforts on the needs of individual markets, the online marketing team
will identify campaign resources and content assets that can be
reused as-is, others that need just to be translated or localized before
being reused, and what must be built from scratch.
o Comply with privacy and other regulations. Permission marketing and
privacy regulations that vary by country bring a new complexity to
marketing. This group will work with the global technology team to
develop cross-market technology that will allow personalization within
the context of any given country’s regulations (see Chapter 5). For
example, hospitality companies such as Six Continents and manufac-
turers such as Renault now build their online systems to international
specifications, allowing in-country marketing units to tailor offers to
the specific requirements of their markets.
Improve the collection and application of data. As they improve back-
end systems to meet national regulations regarding the use of data,
the online marketing group will work with other organizations through-
out the company to enrich the quality and usefulness of the data that
they do collect and manage. Starting with their in-house customer
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information and data warehouse expertise, they will bring in out-
sourcers such as Vality, Innovative Solutions, and Requisite to clean
up their data collection and management systems.

This effort will involve a complete internationalization of every-

thing from registration systems to databases to campaign manage-
ment. Otherwise, they will continue to address Félix Nuifiez as Felix
Nunez, belying the hard work that you did to create a site culturally
and linguistically tuned to the U.S. Latino market. Unlike the semian-
nual direct mail campaign of the past, however, you now might mis-
spell his name and otherwise undermine the relationship anytime you
e-mail him or he logs in to your Web site.
Integrate with other corporate activities. Remember that the Web is just
one part of the marketing equation. Customers around the world in-
creasingly expect that whatever you learn about them or tell them via
one channel will be the same in another. The online marketing team
will figure out how to make this capability—already available for your
domestic customers—flow through your enterprise worldwide and
tie in CRM systems, enterprise resource planning (ERP) systems for
your supply chain, and employee e-mail.

Improving Market Intelligence Knowing what is going on in your
target countries is critical to executing the right marketing programs. The
reliability of this market intelligence will be highest when your sources are
in-country or have strong local ties. They should also have a proven, pro-
fessional level of market expertise, perhaps using focus groups and us-
ability studies to understand how discrete markets differ from each other.

To illustrate where your company excels and where it requires im-
provement, benchmark yourself against your top rivals and best-of online
companies. One high-tech company chose its two biggest markets, Ger-
many and China, in which it would judge its offering against its five rivals.
A market intelligence team compared three sites for each company: (1)
the globally branded U.S. site, which in all five cases pointed to other coun-
tries; (2) the German site that was accessible from the U.S. site; and (3) the
Chinese site that was linked to the U.S. site. The team’s analysts assessed
the high-tech company and its rivals on the basis of five simple questions
that you might ask about your own site (see Table 8.1).

Staffing for the Online Marketing Team This work will touch many
parts of the company, so the team will draw its resources from marketing
teams at corporate, in business units, in regions, and in individual countries.
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Question

Expectation

201

Best Practice

Can you locate the local Web
site doing a keyword search
on a local search engine?

From the globally branded
U.S. Web page, could a user
easily navigate to the target
market and then back again
to the U.S.?

Do the navigation bars and
subject headings use local
languages?

Do the local Web sites have
the same look and feel as
the global U.S. Web site?

How deeply have they
translated or localized the
non-U.S. sites?

Most people use search
engines to find you.*
Prospects should be able to
find your site using the most
popular search engines. For
Germany, the teams chose
Yahoo! Germany. For China,
they used both Yahoo! China
and Sohu. Sites like
www.searchenginecolossus.
com list search engines by
country.

For this particular company,
many of its international
prospects speak English, so
the online marketers expect
visitors to bounce back and
forth to the U.S. site for more
information.

If you offer separate sites
or pages for international
visitors, most will expect to
be able to navigate around
the site in their own
language.

As a visitor navigates from
the U.S. to other market
sites, he expects to see
some consistency in
branding, messaging, and
content.

If they see the availability of
a site in their own languages
advertised on the global
home page, most visitors will
expect more than just a
welcome.

For each country where you
expect to do business or offer
a localized Web presence,
find the most popular search
engines and register your site
with them.

This is a question of
well-designed navigation.
Make the links between sites
visible and obvious. Test the
navigation schemes with
nonemployees.

This issue goes beyond
simple translation to
internationalization. Many
sites go halfway: while they
translate the text, they don’t
invest in adapting the text
embedded in images, buttons,
and other navigational
elements.

With the content and
information architects, the
marketing team should
ensure that the experience,
the look and feel, and the
content itself retain corporate
identity globally.

For your initial entry into a
market, use the local
language translation of the
core content catalog to
provide crucial information
about your company and its
offerings. For more evolved
sites, work with the local
marketing team to offer con-
tent from deeper in the site—
which sometimes will mean
using machine translation
technology.

Table 8.1 Competitive Analysis and Benchmarking
*According to a June 2000 Forrester Research study, 81% of respondents use a search engine to

find a site.
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® The group director. The online marketing director manages online pro-
motional activities such as advertising on various media, campaigns,
and integration with other marketing channels. He also consults with
the content team to identify the appropriate global and local content
for international Web sites and with the technology group to ensure
cross-market support for permission for marketing activities. His team
is responsible for measurement initiatives and keeping current on reg-
ulatory issues such as privacy laws that affect marketing programs.
Local marketing teams. In-country expertise is a critical success fac-
tor. Local teams provide the understanding of the needs and expecta-
tions of your prospective customers in those markets. For example,
Hoover’s globalization advocate argued that you need people who
watch local television and regularly talk to taxi drivers to achieve the
intimacy that will come through as native and natural in a market.
Lands’ End’s Japanese director pushed to add petite sizes of clothing
to the company’s product mix.

They will be your local eyes and ears, working with national news
and information media to spot market trends before your competitors.
These local teams will vet the translations of corporate content for lo-
cal suitability and also suggest locally produced campaigns that might
have globally or regionally relevant content. They will oversee the use
of corporate measurement tools. They will also work with the global
technology and online content teams to adapt corporate style guides,
glossaries, and localization packages to local market needs.

Ethnic marketing specialists. These marketing experts will help you
mine the rich multicultural opportunities in countries with large ethnic
minorities. Since the release of year 2000 census data in the United States,
the number of resources available to help American firms market to
ethnic groups has increased tremendously, ranging from industry
sources such as the Cable Television Advertising Bureau* to objective
research from companies such as Cheskin Research. Similar activity
is heating up outside the United States, especially in Canada, where
agencies are paying more attention to nonanglophone populations.®

Marketing technology specialists. As online marketing campaigns morph
into cross-channel phenomena, you will need to draw on experts around
the company to share and apply knowledge and best practices. These
professionals work in other marketing departments or in the techni-
cal organizations supporting them on projects such as customer in-
formation systems, data warehousing, business intelligence, market
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intelligence, and customer relationship management. Rather than rein-
venting the wheel, the online marketing team will lean on these known
resources to improve the professionalism and efficacy of their inter-
national efforts.

o User experience experts. Creating a compelling experience for visitors
to your company has long been the holy grail of online business. De-
signers accustomed to working on paper and other static media will
not cut it on the more dynamic Web, so you will have to locate staff
who can work with your information and content architects to create
engaging experiences. They must also be sensitive enough to local
market telecommunications realities to know when to pull back on the
more interactive elements, thus meaning that they will work very
closely with national and regional marketing managers to get the lay
of the land.

What Will This Effort Cost?

As Lands’ End’s experience documented for its technology build-out, your
first international version will carry the highest price tag. The same ap-
plies to content, design, and marketing issues as well before costs start
dropping for new markets. Why? Because if your online efforts have
monogamously courted a single market to date, the chances are that none
of these elements have been prepped for the broader needs of interna-
tional markets. Once you’ve made the upfront investment in systems and
people, your cost per market entry should begin to drop as you understand
your core systems and processes better and begin to take advantage of
economies of scale and share resources, staff, technology, and algorithms
across markets. Staffing costs are hard to break out for technology and
content redevelopment, while the loaded cost of the human resources sug-
gested in this chapter will be easier to pinpoint.

Bundled Staff, Technology, and Content Expenses If you design
and scale your back-office systems and infrastructure properly, your initial
investment should be able to support several new sites. The best time to
do this is when you are designing your corporate Internet architectures.
You will be able to recoup these costs over a broader range of market in-
stances than if you did it on an on-off basis (see Table 8.2).




204 Business Without Borders
Investment Type Cost US$ Vendors
Content Software license fee (initial 250,000 Documentum, Interwoven,
management cost; annual maintenance Microsoft, Oracle, Tridion,
software (CMS)  not included) Vignette
Professional * Implementation (3 180,000 Software professional
services developers for 8 weeks services groups plus
at US$15,000 per day) integrators like Accenture,
* Training (two-day training 30,000 IBM Global Services,
course for 3 at US$1,000 and Sapient
per student)
Knowledge Controlled vocabulary and 200,000 Vality, Requisite, Saqgara
engineering content hierarchy
(50,000 pages)
Basic content management: 633,000
Technology, Analyzing infrastructure 50,000 Internationalization experts
process, and for internationalization such as Basis, Lingoport,
content review and other issues and Uniscape
discussed in Chapter 6;
actual work to fix things
would cost more
Glossary Extracting terms from 3,000 Localization and translation
corporate sites, suppliers such as Bowne,
documentation, and other Lionbridge, Rubric,
sources to create a Architext, and others (see
bilingual glossary of 1,000 www.lisa.org)
words
Terminology Additional work in 15,000 Localization and translation
management knowledge engineering dor suppliers; cost assumes
one language to clean up that supplier will work on
terms, identify synonyms, the glossary, style guide,
establish equivalent terms, and actual translations
and characterize attributes
Translation style  Enhancement of 1,000 Localization and translation

guide

single-market corporate
authoring style guide for
translators developing
content for other markets;
for one language

suppliers.

Table 8.2 Basic Costs for Internationalized Content Management Infrastructure
Source: Content management, implementation, and knowledge engineering costs are from John
Dalton and Harley Manning, “Managing Content Hypergrowth,” Forrester Research, January 2001.

Other costs are from suppliers of those technologies and services.

Note: This table represents the estimated 2001 costs of a basic content management system, firstim-
plemented for a single market, then internationalized for multiple markets. Everything below the ba-
sic content management line remains in limbo until you can factor in the cost to translate, develop ter-
minology management practices, and so on. These issues are presented in Chapter 9.
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Investment Type Cost US$ Vendors
Translation One-time translation of 11,250 Localization and translation
core content catalog of suppliers; The loaded cost
100 pages, assuming 250 includes the 10-15%
words per page and a project management fees
loaded cost of US$0.45 that these providers
per word charge
Synchronization ~ Software to ensure content 50,000to  Globalization management
software and/or ~ and message consistency 250,000 solutions from companies
implementation  between the headquarters’ like Idiom and Uniscape,
services site and one international or services from CMS
market site suppliers
Cost for first international 130,000to  Each additional market will
market exclusive of basic 380,000 cost much less because of

content management
system, implementation
services, and major

the sunk cost in the
content management
software

internationalization work

Table 8.2 continued

o Infrastructure enhancement. If your site is going to address distant
customers, your current server and supporting infrastructure may be
too remote for acceptable performance. You may also have to invest
in RAS technologies such as load balancing, traffic monitoring, secu-
rity, encryption, and backup. Of course, each of these additions in-
volves more technical staff and even call center resources to handle
more time zones.
Back-end technology fixes. The cost of internationalizing back-office
technology such as databases and ERP systems varies based on the
nature and functionality of your site, the complexity of its architec-
ture, the number and type of technologies used, the volume of dy-
namically generated content, the need for interfacing with enterprise
applications, and so on. Certain programs may have to be replaced or
entirely rewritten to handle Asian double-byte character data properly.
Each of these activities costs money and is best managed by using
commercial software that can handle these international demands.
You should also factor in indirect costs. For example, international-
ization may delay or even bring your update cycles to a screeching
halt. You need ongoing help from the technology group to identify af-
fected components. You will probably also involve the authors of the
original content to assist translators as needed.
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o Content development. Translation and localization costs are directly
proportional to volume. The more words you have, the higher the bill.
Furthermore, some languages cost more than others to translate. Fi-
nally, this is a recurring cost; as Chapter 7 outlined, online content
changes constantly.

Most companies will not do translation in-house but instead work
closely with translation firms and manage the process internally. Al-
though tempting, entrusting your translation to the lowest bidder is a
recipe for market failure. Chapter 9 discusses the vendor landscape
and other issues in more detail.

Loaded Staffing Costs Marketing and design costs vary by how ag-
gressively you use this online channel. In many cases, you will find that
you are already paying too much in individual markets for ineffective cam-
paigns, off-brand messaging, and duplicated effort on both marketing and
design. By setting up organizations as suggested in this chapter, you
should be able to start consolidating some of that investment and getting
a better return on what you pay out.

Don’t panic! Most of these people are probably already at work inside
your company. In fact, if yours is like most companies, you may find that
different groups in the same countries may be funding individual teams
that look a lot like what you should have as part of an enterprise-wide
globalization support team. Bring those people into the organizational
fold first.

Globalization Requires Dedicated Resources

As you lay out the organizational structure and budget for your globaliza-
tion projects, keep the following in mind:

® Globalization needs a budget. Whether you pursue 10 countries simul-
taneously or pick just one for starters, globalization requires more
than part-time resources and leftover budgets. Although you will
leverage your existing site, be prepared for recurring costs, both di-
rect and indirect.

o Commit for the long term. You should not go through the trouble of
launching your business in another country unless you plan to sustain
and grow it there. Duplicating—even partially—this constant update
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work for every country version is at the center of your globalization
commitment and is also your biggest challenge.

® Someone has to own globalization. Whether you call this person the
globalization czar, vice president of international e-commerce, or
CGO, you need someone who is responsible for these activities. Oth-
erwise, you will end up with chaos, duplicated effort, or both.

o Start out with a showcase project. Nothing is more convincing than a
successful project. The CGO should pick a well-defined, easily cir-
cumscribed project to showcase what can—and should—be done
with resources at hand.

o Enlist employees for key functions. If you look inside your own com-
pany, you will probably find that various groups around the world are
already doing a lot of the technology, content, design, and marketing
work that you will need. Before bringing in outsiders, troll the em-
ployee lists for resources that you can redeploy. By labeling this ac-
tivity “knowledge management,” you may be able to co-opt additional
corporate resources that are already trying to improve the sharing of
information and expertise inside your company.

Mira’s Log

Recently elevated to the post of chief globalization officer, Mira was one of the
first to hold this title. She set off on the requisite whirlwind tour of her new do-
minions, using both electronic and kerosene-fueled means to visit with her
global staff. Anxious to get projects underway, she aimed to enlist the best mar-
keters, developers, designers, and system architects into her group. She en-
couraged the group directors to put their thoughts regarding market support
in the form of service level agreements and began thinking about how to deal
with conflict resolution when the long knives inevitably left their scabbards.
Meanwhile, she hurried to put together a budget, mapping market oppor-
tunities and benefits against expected costs. But there was one more cost ele-
ment that she had to investigate: the outsourcers who would perform a lot of
the work. She now turned her attention to the vendor community, hoping that
they would not have what one colleague called “eyes as wide as checkbooks.”



Outsourcing Work to
Fellow Travelers

After reviewing Acme’s operational needs for going global and evaluating the
corporate resources that were available to her, Mira decided that she would
have to look outside the company for assistance. Her globalization resource
shortfalls ranged from Acme’s strategic planning to specialty marketing to sys-
tem development and integration to daily translation.

With these necessities in mind, she began researching the outsourcing al-
ternatives and quickly realized that theve was no one-stop consulting or inte-
gration shop for going global—although many of the companies she contacted
claimed to be such. She found that even traditional system integrators and
consulting organizations such as IBM, Cap Gemini, and Accenture frequently
outsourced many of the global bits such as internationalization and localiza-
tion. As she and her team evaluated the offerings and developed shortlists of
suppliers to contact, they also reviewed Acme’s operational procedures and
began to assemble metrics for measuring the performance and effectiveness
of their ultimate suppliers.

Selecting Partners to Help during the Journey

As Mira discovered, you must carefully choose among many firms for
each of the functions within globalization. Her major concerns include the
following:

® Doing the work in house or using outsourcers—but more likely both. As
Mira learned, this is one of the most fundamental decisions that the
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modern corporation must make, not only for globalization but for just
about every other major corporate project. Do you have a better chance
of meeting your goals with your own resources or by engaging the
services of a specialist? You need to strategize as to what is best for
you to do yourself versus outsourcing based on variables such as com-
petencies you have in house and in different geographies, competing
projects drawing upon the same resources, and time-to-market con-
siderations.
Picking your partners. The CGO and his lieutenants in operational or-
ganizations (the global directors) will have to review your company’s
operational needs, determine whether they have the required re-
sources, and see where outsourcers might help. Because globaliza-
tion will touch every part of your company, the global directors might
find, as Mira did, that they need to engage multiple providers.

o Teaching your suppliers how to work with you. Developing and manag-
ing good relationships with your globalization suppliers is critical.
Successful companies will identify their best practices and processes,
document them, educate outsourcers, and hold everyone to this reg-
imen. Capturing these practices and formalizing them is one of the re-
sponsibilities of the group directors who head up technology, mar-
keting, and content services.

* Managing cost and process—and measuring quality. What should you
expect to pay for globalization work? Most of the heavy technology lift-
ing will be in adding international capabilities to your corporate infra-
structure and base systems such as inventory and personalization. Once
this work is done as discussed in Chapters 6 and 7, the most visible
new cost will be in localization and translation—two tasks that you will
deal with up front and as a continuing cost in your globalization budget.

Insourcing or Qutsourcing? The Eternal Question

The breadth and depth of a globalization project—even if it touches only a
few countries or a couple of domestic ethnic markets—mean outsourcing
some part of the project for most companies (see Figure 6.3). Except for
all but the largest multinational firms, few companies will find the internal
resources and competencies to adapt their message and offering to the dif-
ferent behaviors, devices, and geopolitical realities of other markets (see
Figure 9.1).
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Figure 9.1 Resources Required at Different Phases of Globalization

Note: This figure represents the critical functions involved in globalization, mapped against the phases
discussed in this book. From the educational and consultative planning phases all the way through
measurement, most firms will need some outside help. However, as your company acquires more
globalization expertise—both through experience and knowledge transfer from your development
and marketing partners—you may bring some of these functions back into the company.

The question that the CGO will ask is whether your company can meet
the ambitious goals laid out in Chapter 2 (e.g., time to market, effective
global brand management, service level agreements, legal and regulatory
compliance, improved supply chain, and cost targets) better with outsourcers
or with your own resources. The CGO will have to balance into this equa-
tion other factors such as the opportunity cost of redirecting internal staff
to globalization projects, available budget, and competitors’ plans.

As with so many of the decisions on the very active landscape of the
Eighth Continent, none of these choices can be static; the need for out-
sourcers will ebb and flow. For example, as Lands’ End found, earlier proj-
ects took more time and cost more money, but subsequent projects hap-
pened more quickly and cost less. Besides improving internal systems and
processes with each new market, your company will also benefit from
hands-on experience and should expect significant knowledge transfer
from your outsourcers, a requirement that you should write into every
contract.
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1. Education. With “bad” globalization (i.e., the homogenization of world
business and culture) hogging the news, expect to see some resis-
tance that you could overcome with market research at places such as
eMarketer and Nua. Such outside sources will help you establish the
size of the international opportunity and begin to outline the benefits
of targeted global initiatives.

2. Planning. Look to outsiders to help you with a wide range of business,
organizational, marketing, and technical issues. For companies that
internalize the global opportunity into their corporate planning, this
upfront planning will be a one-time activity that jumpstarts the glob-
alization effort. The net result of this planning work will be a multiyear
or multimarket plan driven by variables such as market revenue
growth and business commitments to geographies.

3. Implementation. Most likely you lack the resources in-house to deal
with the full range of internaticnalization, localization, translation,
and local market personalization projects outlined in Chapters 6 and
7. The first few markets that you enter will cause the most problems,
but as early movers have found, each successive market is easier and
cheaper.

4. Organization. The ideal global corporation should be adaptive and
flexible in its approach to each opportunity, leading to a healthy mix
of corporate, business unit, regional, and local participation, as well as
outsourcers to fill in the gaps and even to lead whole parts of the proj-
ect. In all cases, however, the CGO and operational group directors
must keep employees and outsourcers in line.

5. Measurement. Some companies have done well in their domestic mar-
kets but failed internationally because they did not meet expectations
that might not have made sense in foreign markets. Each global effort
needs metrics at every step of the way, and some of your current con-
sultants and technology suppliers will be able to help you define and
measure those business performance yardsticks.

Picking suppliers for each of these areas is no different from any other
big project (see Figure 9.2). If you have the resources in-house and they
are available, use them. Otherwise, consider using external globalization
services to meet your corporate goals.

Strategic Consulting before Undertaking Global Initiatives The
CGO, strategy advisors, and group directors should generate a detailed
project plan on how the company’s global aspirations align with corporate
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Figure 9.2 Decision Matrix and Life Cycle for Outsourcing

Note: This figure outlines a typical decision matrix for determining whether an outsourcer will help
and how to manage the relationship over time. Bringing some of the expertise into your company
through knowledge transfer is important as you fold global and ethnic markets into your corporate
planning process.

strategy. That means a choice of market or internal application decision
and the systematic analysis of what is needed in each case. Your CGO may
choose to conduct an assessment or audit for all Internet-related activities,
but this could be a multiyear effort that never ends.

Your strategy helpers should document the results of their analysis.
They should include (1) a discussion of market opportunities suited to
your business, (2) a detailed methodology for entering new markets or for
extending existing systems, and (3) a road map with prioritization of what
to do. This last point is important: Your strategy partners should recognize
that you cannot do everything at once, so they should give you some guid-
ance on what you absolutely must do today and what can wait until tomor-
row. This document will become the holy book for all globalization activi-
ties. Critical points to cover include the following:

o Extending Internet initiatives to embrace global business. This busi-
ness-based strategy for the next few years describes expansion into
new markets or extending your company’s offerings in countries
where it already operates. The document should explore the same
market conditions that push employee-focused intranets or supply
chains over consumer-facing Web sites in all markets. Look to Accen-
ture, Cap Gemini, IBM Global, and KPMG to provide boardroom-
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level advice on global market opportunities and integration with main-

stream corporate initiatives. Smaller and regional integrators such as

Agency.com, Sapient, and Common Sense Advisory may be able to

lend a hand in online projects such as global branding and new mar-

ket strategy.

Establishing globalization criteria and metrics. In this exercise, you

and your strategy partners determine the best global markets for Web,

intranet, and extranet investment. In each case, your favorite strategy
consultants should be able to help. The discipline and rigor that they
bring to market analysis, segmentation, and return on investment

(RO]) calculations should be useful to the CGO in laying out a plan.

® Reviewing your multicultural strategy. Too many companies ignore the
ethnic opportunity in their backyards. For this kind of assistance, look
to in-country marketing firms that understand both the national mar-
ket and the ethnic opportunity. International pacts such as NAFTA
and multinational entities such as the European Union will drive more
immigration, and thus more ethnic opportunities. Ask your current
strategic advisors for recommendations; they might already have an
agreement with an ethnic marketing agency.

o Determining your legal compliance. Get legal advice for all of your in-
ternational initiatives. Staying within the bounds of many different le-
gal systems will be a big challenge in the best of conditions, so avoid
being on the wrong side of an international suit or, worse yet, being
tried for e-commerce fraud or data privacy violations in absentia.

Finally, whichever vendor you choose, make sure that their expertise
matches both your level of strategic need and that of the people in your
company with whom they will interact. This was an issue at consultancies
where the candidate drought of 1998 to 2000 caused them to promote rap-
idly within their ranks, sometimes turning a research associate with no
business experience into an “expert.”

Online Marketing For international branding and messaging proj-
ects, the tasks quickly become more tactical and operational. Your online
marketing group director will work with a variety of suppliers to develop a
marketing plan with detailed requirements for each country. Topics will in-
clude the following:

® Marketing goals and measurement criteria. You may have your own
goals, but your Agency of Record (AOR) working with local and re-
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gional resources will help you better understand what is required for
each market. If your regular marketing partners have no suggestions
for in-country agencies that might be able to help you set realistic
goals, check the local trade rags and your favorite search engines.
Your online marketing team will also work with local and regional
agencies to ensure that your global Web sites accurately reflect your
brand. Firms such as Global Reach, GlobalWorks, and Business to
Business Marketing are just a few of the many companies that spe-
cialize in this kind of marketing assistance.

Competitive analysis. You might consider engaging a third party to
manage the kind of competitive analysis outlined in Chapter 8 or to
conduct in-country focus groups to determine the effectiveness of
your site and messaging. Site comparisons can be conducted by any-
one who is Internet-savvy and plugged into the target culture, so you
might turn to business school students at a nearby university. Alter-
nately, you may choose to engage a usability expert such as Human-
Logic to analyze the navigation, branding, technical competence, and
usability of your offer and compare it to your chief competitors.

Regardless of which option you choose, the one absolute require-
ment is that the reviewers be native-language speakers who are fa-
miliar with the everyday culture and business practices of your tar-
gets. Ideally, they would also be familiar with the industry sector.
Focus groups are a different story, requiring a strong methodology
and a local presence. Ask your local subsidiaries, distributors, or us-
ability specialists for advice on local talent to help on this front.
Driving traffic to your international sites. Now that you have built a
site, you will need to determine the most effective channels for mar-
keting and promotion in your target countries, register with the most
popular search engines, advertise in other media such as television
and print, and develop creative cross-channel advertising. Look to lo-
cal research for the most popular search engines. In its U.S. research,
Forrester found that 81 percent of its respondents used search en-
gines to find a site, more than links from other sites (59%) and word-
of-mouth (56%).!

Given the dynamic nature of the Web, registration with a good
search engine will serve you well in most markets. Many firms will
help you register with all of the “right” search engines. For example,
Wyoming-based Arial Global Reach and Madrid’s Global Communi-
cations are two small Web marketing firms that will help your online
marketing team select the keywords likely to get picked up, deter-
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mine which search engines matter for your target markets, register
with them, and monitor your performance. A search on Google (or
your favorite search engine) for “marketing,” “international,” and
“search engine” will pick up many more for your intended markets.

o Measuring results. Recall that the online usage data for international
marketing is there for the taking, but few companies have done a good
job of instrumenting, collecting, and analyzing the data. Your com-
pany probably already has a relationship with business intelligence,
data analysis, and data warehousing companies that can help with
both software and professional services. Some data-savvy partners
are Business Objects and Cognos for business intelligence and anal-
ysis and NCR Teradata for its large-scale data warehouse. Take
pains, though, to ensure that your partners’ software and service of-
ferings meet your international analytical needs. They need to sup-
port all of the capabilities discussed in Chapters 6 and 7.

Technology Readiness Assessment The technology team must dig
deep into the operational infrastructure of your company, and they are ac-
customed to calling in helpers for everything from database design to host-
ing private networks. The technology group director will bring in people to

® Fvaluate and fix infrastructure. To meet the high-reliability, cross-
border needs of global branding and commerce activities, the tech-
nology team will crawl over every square meter of its technology pyra-
mid to find security flaws, breaking points, and other potential hot
spots. Their evaluation of content management systems, databases,
and transaction processing systems will most likely involve the pro-
fessional services arms of their software suppliers such as Computer
Associates to deal with new security and backup concerns, and large-
scale integrators such as IBM and Cap Gemini.

® Review internal processes. The technology team may turn to process
efficiency experts to analyze and monitor things such as content work
flow and recommend ways to improve controls, reduce costs, and
speed up turnaround time for your globalization efforts. They might
also recommend improved processes for language translation and
site localization. You will probably be able to find such specialists at
your usual system integration shop.

o Support international logistics. As you saw in Chapters 3, 4, and 5, do-
ing business around the globe is more than just a linguistic exercise.
Besides geopolitical factors such as product legality, taxation, and pri-
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vacy, you also face the commercial logistics of order processing, pay-
ment, shipping, security, fraud, tracking, and returns. An established
industry of suppliers specializes in these capabilities, and companies
such as UPS and DHL also have facilities around the world, demon-
strable expertise in transporting everything from mail to heavy equip-
ment, regional logistics centers that can act as your warehouses, and
even payment services such as collect billing and export documenta-
tion. As you consider these vendors, look for functions that you would
like to outsource, such as manufacturing, fulfillment, order processing,
status checking, and inventory management. Going global, you will
also need to consider specialized solutions from firms like Vastera and
ClearCross to deal with issues such as shipper and carrier integration,
bills of lading, and landed cost.

Improve data quality. Good data drive so much of the Web’s activity,
but too much polluted data are there as well. Outsourcers can help on
both the input and output side. For example, internationalization part-
ners such as Basis and LingoPort can help with recoding, as outlined
in Chapter 6. Firms such as Vality, Innovative Solutions, and Requisite
will help clean up your data systems and content flows. You may also
need help with geocoding data (i.e., adding latitude and longitude and
any pertinent geographic information), changing address layouts in
databases for different international markets, and validating postal
codes and place names. Firms such as Geoscape can help.

Information Architecture and Esthetic Design Work Your content
resources and corporate design teams will work on your information ar-
chitecture, calling in outside help from usability engineering to improve
information flows, navigation, look and feel, and adaptations to local mar-
ket needs. The biggest projects will be the following:

® Reviewing and improving your information architecture. External de-
sign firms at both the corporate and local levels can recommend de-
sign and navigation standards that allow for global, regional, and
country views of information. Their work will extend to template de-
signs that expand and contract to deal with long-word languages such
as German.

o User experience engineering. User experience experts can work with
in-country focus groups to meet the usability and navigability expec-
tations of different markets. To test site usability and the quality of the
user experience, they will ask in-market subjects to work on typical
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tasks using localized Web sites. These specialists will also conduct walk-
throughs and feature analyses of sites as they determine the best way
to lead a subject to the desired goal. Finally, they will interview users
about their likes and dislikes and observe them using the site in real
work.? Mindshare leaders for analysis and research of user experience
are the Nielsen Norman Group and Human Factors International.

The net: Going global means finding the right suppliers to help you develop
your corporate strategy, define the right marketing approach, improve your
Web design and usability competencies, and update your technology infra-
structure. | have yet to see a company that can do all of this on its own.

Working with Globalization Suppliers

That was a quick trip through some familiar terrain. You may already know
the names of some of your prospective infrastructure suppliers, marketing
partners, and law firms. Now you know that you have to supplement these
resources with international help. Let’s move on to some terra incognita.
The biggest new requirement for many companies will be in managing lo-
calization and translation efforts conducted by third parties.

The first thing that you will realize is that no translation or localization
bureau “does it all.” For example, Hewlett Packard uses three different
translation firms just for its DeskJet printer division, and Sabre relies on
the services of five different companies. They need so many because your
company’s translation and localization needs differ by audience. For ex-
ample, consider the case of the Corvette sports car. General Motors sells
this car in the United States, Canada, Mexico, and Europe. Information
about the Corvette and its components moves up and down a fairly com-
plex value chain, and many of the same details need to be conveyed to mul-
tiple audiences with widely varying expectations:

® Owners. The owner’s manual for the Corvette provides information
about how to use the car’s features, including specifications, toler-
ances, and service requirements.

® Aficionados and prospects. The Web site is marketing-driven, trying to
convince people to buy the car. But parts of the online forum for the
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Corvette may be directed at shareholders, employees, and even gov-
ernment regulators.

® Engineers and procurement specialists. All members of the global sup-
ply chain—Krupp Bilstein for the gas-filled shock absorbers, Getrag
for the transmission, and Michelin for the tires—share the goal of en-
suring that GM’s manufacturing units have up-to-date specifications
for the parts they contribute.

Each of these venues and audiences involves a different style, but all of
them require some deep knowledge of the product and its constituent
parts. Because few individuals are equipped to translate documents for
these different audiences at the required level of rhetorical effective-
ness in these quantities, most companies find that they need more than a
single translation firm. While you should always be selective in choosing
firms, you must realize that one size doesn’t fit all. As much as you
can, centralize your online translation work with a handful of vendors and
backups.

o The quality of the translation. Whichever firm you bring in, make sure
that their translation staff can handle the work: Online marketing and
microfiche parts catalogs are two very different beasts. While you
may choose to engage your established offline collateral translation
partners for Web translation, make sure that they can handle the tone
and lexicon of the online target audience. In either case, translators
must be familiar with your industry sector.

Speed and quantity. The Corvette is just one product offered in many
markets by GM, and its informational visage varies by audience. For
example, the service manual itself is thousands of pages long. The
combinatorial complexity of information about a single car offered to
multiple audiences in different countries is one thing, but remember
that this carmaker offers dozens of other products around the world.
Add in time-to-market concerns, and no single supplier could hope to
satisfy GM’s translation needs even for just this one car. As product
development cycles compress in the automotive and other manufac-
turing businesses, speed becomes even more critical.

Cost. Rationalizing supplier networks down to just enough vendors,
controlling internal processes and work flows, and improving vendor
management are all critical elements. Negotiate for better rates,
shorter turnaround times, or better project management. Some large



Outsourcing Work to Fellow Travelers 219

users of translation services also give vendors a small test project to
evaluate how well they do.

In the following sections I discuss the terrain of the vendor offerings in
the translation and localization space, outline some major cost-cutting op-
portunities around centralized procurement, and describe several best
practices for working with your suppliers.

Exploring the Globalization Supplier Landscape There are no big,
absolutely safe, “nobody ever got fired for buying IBM” vendors in the
translation and localization space. Most are small players, and there are a
few medium-sized enterprises. The translation industry thinks of itself in
functional terms, splitting the market in to multilanguage and single-
language vendors (MLVs and SLVs). The biggest differences between the
two are in scale (large vs. small), in the number of languages that each
handles (many vs. one), and in where the work gets done. This last point is
key: Whether you use an MLV or SLV, it still takes just as many steps to
translate something from one language to another. An MLV takes on the
project management tasks that an SLV usually leaves with the customer.
Table 9.1 lists the typical steps in a translation work flow.

Multilanguage Vendors MLYVs are larger multinational translation
vendors such as Berlitz, Bowne Global, or Lionbridge. They directly employ
awider variety of skill sets than do smaller SLVs, thus offering publishing,
site engineering, localization, and even testing in addition to translation
services. These MLVs break the translation job into smaller processes and
functions that they can automate or scale to meet demand. All things be-
ing equal, MLVs are likely to have more resources at their disposal for ex-
ecuting projects, both online and off.

Pro: MLVs are the closest the industry gets to one-stop shopping. For
example, they might offer a variety of European or Asian languages plus
engineering, publishing, and testing services to create an effective Web
presence in a given market. Their scale lets you have a single point of con-
tact for managing all translation and localization services, including con-
tracts and scheduling as well as any problems. You should note that MLVs
frequently use SLVs as subcontractors and as shock absorbers when their
work load gets too high.

Con: MLVs also tend to be more expensive and less responsive than are
their smaller single-language brethren. Added services such as extensive
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Translation Process Step Manual Automated

Create the original content NA NA
Determine whether that content should be translated 1 0
Send the document to the translator 1 1
Translate the document 6 2
Send the document file for conversion 1 0
Code the new content into test site 1 0
Conduct quality assurance tests in context 1 1
Send review comments through reviewing cycle 1 0
Make any required changes to translation 1 1
Move the content to production 0.5 0
Notify everyone of the changes 0.5 0

Total business days to post content 14 5

Table 9.1 Centralized Translation Work-Flow Duration in Business Days

Note: Regardless of whether you use a multilanguage or single-language vendor to do your transla-
tions, each performs the same functions in the same order. The biggest difference is that MLVs do
more of the project management. The “manual” and “automated” columns represent one way to
shorten the translation cycle—Dby using automated technology such as the translation workbenches,
work-flow, and global resource servers discussed in Chapter 7. Larger suppliers are more likely to use
this set of tools than smaller ones, thus resulting in quicker turnarounds for translation.

project management mean that you will pay more—up to 20 percent over
the cost of the translation alone. As a consequence of their assembly line
model of translation, MLVs employ specialists, thus involving more people
and steps in a project—and accounting for their higher project manage-
ment fees.

Single-Language Vendors SLVs are smaller, in-country vendors of
translation services specializing in a single language, market, or vertical
industry. They tend to have expertise in a particular industry or subject
matter. Check your local yellow pages for translators and interpreters. You
can also check with your national association of translators (see www.fit-
ift.org for links to such organizations in different countries).

Pro: With less overhead, these smaller organizations tend to be less ex-
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pensive than MLVs. SLVs are usually cheaper in the near term because their
project management costs are lower. SLVs also tend to be more responsive
because they have fewer people between the client and the translator.

Con: SLVs have a more difficult time taking on multiple large translation
projects and have less capacity to scale to meet increased demands, so
your project could find itself at the back of a queue. The disadvantage is
that your company will be responsible for project management and other
tasks such as pre- and postprocessing of documents.

Hybrids There are also ahandful of hybrid translation service providers.
These service providers may provide translation for several languages,
but they specialize in a particular field. For example, ForeignExchange is
asmall MLV that specializes in “compliance translation” based on stringent
industry regulations in pharmaceuticals, medical devices, and financial
services. This cross between servicing several languages simultaneously
while still specializing in particular verticals is an attractive option.

Involve your international staff and look beyond your corporate back-
yard for solutions—for example, European suppliers such as Logos (Italy)
and Moravia (Czech Republic), South American firms such as Rosario
Traducciones (Argentina) and 2TR Soucoes Globais (Brazil), and Asian
organizations such as 8th Network (China) and EWGate (Singapore) offer
quality services for translation and localization.

Application Service Providers (ASPs) and Translation Market-
places The Internet has enabled automated environments for aggregat-
ing translator supply and service demand, much like the exchanges set up
by the automotive, steel, and chemical industries—and unfortunately as
profitable as most of them. Examples of this approach are Trados.net, and
Uniscape.

Centralizing Translation Purchases—An Underpracticed Best
Practice Most companies have taken a wildly decentralized approach to
translation, so it is not unusual for them to spend USS2 million per year on
translation projects in US$50,000 increments. Accounts payable depart-
ments pay invoices without scrutinizing the practices, and no purchasing
managers discuss their translation needs with any others, so economies of
purchasing scale are lost. This is the case especially in large, decentralized
businesses in which a company might work with a large number of trans-
lation firms around the world. The CGO and his content resources group
director can do a lot to clean up processes and save money by
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o Appointing an owner. Put someone in place in the purchasing depart-
ment who either understands the translation business or can be
taught. Announce that no purchase orders for translation will be paid
without a PO number issued by this manager. Use analytical tools to
find out how much you are spending on translation and where.
Pooling translation budgets. By pooling the money that you spend on
translation into a single budget monitored by the translation purchas-
ing manager, you can negotiate preferred pricing better than what
your individual groups are now being quoted. Establish long-term re-
lationships with language service providers; this approach can also
lead to better translations. Experience has shown that as your suppli-
ers become more accustomed to your terminology, industry position,
and stylistic preferences, review cycles are fewer and shorter, thus re-
ducing cost and speeding turnarounds.

o Writing master contracts. Annual pricing and volume agreement en-
ables you to reduce the administrative effort involved in multiple con-
tract negotiations. It also provides a way to compare apples to apples;
for example, some vendors include editing tasks under the heading of
“translation,” while others do not. Standardized contracts and well-
defined terms will eliminate that problem.

Only by exposing all translation relationships to centralized accounts
payable scrutiny and management will you begin to see the scale of your
investment. By reducing the number of vendors, you can expect savings
from reduced administrative efforts and a more homogenous process.
However, to avoid bottlenecks, you might want to consider creating a re-
gional overseer for translation budgets. For example, you could appoint a
single point of contact for a set of related markets such as German-
speaking Germany, Austria, and Switzerland; another for Spanish mar-
kets; and still another for anglophone Commonwealth countries.

Managing Relationships with Vendors Besides centralizing pro-
curement, explore other well-established ways to improve quality, shorten
turnaround time, and lower costs:

1. Set performance goals. Just as the CGO has established service level
agreements (SLAs) with the various geographies and business units, en-
courage your translation and localization vendors to set SLAs for your
company. These agreements should specify quality control metrics such
as review, edit, and approval cycles. SLAs should also describe testing
and reporting procedures so that everyone is clear on responsibility.
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2. Insist on knowledge transfer. 1 cannot emphasize this point enough.
Your translation vendors may be the linguistic experts in your field,
so your staff could very possibly learn something from them. Build
some provision for knowledge transfer into your contracts. Most im-
portantly, make sure that you own the translation memory that re-
sults from your translations.

3. Improve the process. The kaizen notion of continuous improvement ap-
plies here as well. To build long-term, effective relationships with
your partners, document and monitor translation projects. By moni-
toring performance, you ensure that translation quality will improve.

4. Communicate regularly and early. Educate your vendors in how you work,
bringing them into projects as early in the product development or mar-
keting process as possible. Have your vendor’s manager communicate
regularly with your lead on the project to build a close working relationship.

Equip your translators of choice with clear contact information for your
company and appropriate reference materials, including those shown in
Table 9.2. In addition, the localization kit should contain an inventory of
the tools required to translate or localize content (see Table 9.3).

Component

Purpose

Content catalog

Glossaries and
lexicons

Style or corporate
standards guides

Translation
memory

Other references

Detailed description of the content that must be available in
every market where your company does business. This
should include file names and locations for all such con-
tent.

The list of terms, product names, and other specialized
words unique to your company or your industry. These
glossaries and lexicons are the basis for your firm’s termi-
nology management.

A document describing your company’s general style of
expression and conventions for grammar, punctuation, and
word usage. The style guide often includes boilerplate lan-
guage for corporate policies.

A database of previous translations which allows you to
translate only the changed part of a text. The translation
memory can include set phrases and preapproved text
such as legal boilerplate.

Background information such as brochures and annual re-
ports.

Table 9.2 Reference Material
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Purpose

Content creation tools

Conversion utilities

Translation workbenches

Corporate work flow
and content management

Synchronization software

Project work flows

You should make sure that your supplier has
access to both the tools used to create the
original content and whatever products would be
used to develop content in the target language.
Ideally, as discussed in Chapter 7, your company
has rationalized its investment in content creation
tools so that you're using the same limited set of
products everywhere in the company.

However, if the original and target content tools
are different, your vendors will need a product to
convert the file formats.

Translation workbenches such as those introduced
in Chapter 7 improve translation quality and the
translator’s productivity. All include some form of
translation memory; make sure that your company
contractually owns the translation memory used for
your projects.

If your company uses a commercial or homegrown
content management system, your vendor will
need access to the content stores, scripts,
personalization technology, and other
programming that runs the system.

If your content architecture includes global Rule
servers like those described in Chapter 7, you may
need to work with your vendor to give them access
to these technologies.

This tool box should also contain templates for
communicating the completion of tasks, any
problems, or the need for more information. If
you’re using a content management system or
commercial work-flow package, you can program
these functions right into the system.

Table 9.3 Tool Box

How Much Should You Expect to Pay for Translation?

This question is not as simple as it sounds. If you call up a translation bu-
reau, you will find prices in the range of USS.20-.35 per word, so your in-
voice will include a calculation something like this:

Price = (number of words) x (price per word)



Outsourcing Work to Fellow Travelers 225

However, this formula does not factor in mandatory project manage-
ment fees of 10-20%, assuming that it is a one-time simple translation. It
also leaves out other variables such as different file types, file conversions,
and per-hour costs for pre- and postengineering tasks such as file conver-
sions and running tools on files. Make sure that your translation partner
is technically able to deal with content stored in databases such as DB2,
Oracle, and SQL Server. These systems are the preferred storage reposi-
tories for data such as pricing and product descriptions that are assembled
on the fly by content management systems. Because databases include
more structure than simpler flat files (e.g., the HTML files that you see ref-
erenced on Web pages) and require specialized interfaces, not every
translation firm can work with them.

Because of these variables, your actual invoice will look more like Table
9.4, in which the final fully loaded price per word (including project man-
agement) will work out to be in the range of USS.40.

Other variables, such as language complexity (Spanish is cheaper than
Japanese), project complexity (a specialist bills higher than more pedes-
trian translators do), and turnaround time (tomorrow costs more than

Item Word Count Cost/Word Extended Cost

Word file translation

RTF file translation

Excel spreadsheet translation

DB2 customer record translation

PDF file translation

Preengineering (hourly charge)

Postengineering

Graphic processing

Glossary definition

Project management
(percentage of translation)

Total

Table 9.4 Worksheet for Variables in Translation Pricing
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next Thursday), can run up the bill significantly. On the positive side, you
may get a discount for the bigger volumes that result from centralized pur-
chasing and master contracts. Increased automation can remove signifi-
cant cost and time from the process.

Finally, remember that an active company keeps information in play,
constantly changing it to meet new needs. This means that the words that
you had translated yesterday may already be outdated today. To avoid pay-
ing repeatedly for the same translations, make sure to use translation
memory. That way, you pay only for translating the changed words, plus
some project management fee. How much you actually save depends on
all the variables in Table 9.4. Let’s consider a simple case in which a brand-
ing site has about 100 pages in its core content catalog, each with about 250
words. Assume that this changes about 10 percent a year. Therefore, you
should be able to budget for market entry and updates using the following
formulas for each country/language pair:

New market entry cost = (100 pages x 250 words) x (loaded cost per
word)

Market maintenance = [ (100 pages x 250 words) x .10] x (loaded cost
per word)

The net: Translation costs are predictable within some rough guidelines. Do
not mistake the simple cost quoted by some vendors as the final cost to you.
Instead, include the project management fees that you will pay directly to your
supplier or indirectly in the form of having your staff do the work.

Measuring the Quality of Translation and Localization

Longtime global practitioners recommend having objective standards for
quality in place before you hire outside help. That way, any firm that you
engage will know what you expect from them and how you will measure
their performance. During and after projects, these benchmarks will let
you find areas for improvement, remedy problems, deal with conflicts, and
manage the day-to-day issues that arise in any job. The data that you col-
lect over time will be useful in negotiating contracts and rates with your
suppliers. These proactive metrics fall into four general categories:
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1. Your corporate standards. Make sure that your suppliers work within
the framework laid out in your company’s localization kit (i.e., the
style guide, glossaries, and processes that define how your technol-
ogy, marketing, and content teams do their jobs). In addition, make it
easy for both internal content creators and your outsourcers to sug-
gest updates to the glossaries and lexicons. Companies that use sev-
eral translation firms report that having all of their suppliers comply
with a consistent set of standards provides a much fairer basis for
judging vendor performance than do simple subjective assessments.

2. Translator and localizer association benchmarks. Most translators and
translation firms belong to national, regional, or professional groups,
many of which are in turn affiliated with the International Federation
of Translators. Some of these associations, such as the American
Translators’ Association and National Association of Judiciary Inter-
preters and Translators, offer accreditation programs to their mem-
bers. For a list of major translator associations in all major markets,
see the Translator’s Home Companion. For leading localizers, see
LISA’s Web site.

3. Vertical industry metrics. Following the lead of collaborative com-
merce pioneers such as RosettaNet?® that are pushing standardization
across the IT industry’s global supply chain, industry groups such as
the Society of Automotive Engineers (SAE) are promulgating stan-
dards for translation and standard terminology in their own indus-
tries. The SAE’s J2450 Quality Metric for Language Translation of
Service Information is a framework for evaluating various categories
of errors in a way that lets users objectively score a translated docu-
ment’s quality.

This evaluation process results in a single number that can be mon-
itored over time for each vendor, or even for individual translators.
The automakers using the J2450 method report that they have seen
the error count come down over time, and they could even judge from
the numbers which of their translators were using the company-
provided glossaries—and which were not. GM specifies J2450% in its
contracts, using an anonymous assessor to score translations based
on quality objectives that evaluate variables such as product type, au-
dience, frequency of update, and paper or Web delivery. Rather than
score every translation, GM calculates a sample size that results in an
acceptable probability of catching errors. Over 18 months this approach
has allowed the company to decrease turnaround time, reduce trans-
lation errors, and shrink costs.
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4. The smell test. Chapter 7 laid out an ambitious goal for translation, but
one that s critical for marketing sites: the notion that online sites should
strike the emotional chords that cause people to act. For less marketing-
centric projects such as user manuals or employee guides, commu-
nicative effectiveness is essential: Did the information allow the
reader to accomplish a task? At this point, you need human judges to
determine whether the translation worked for the target audience.
Here you should look to in-country staff to either review or—prefer-
ably—get some independent assessment of how well the translation
worked. Local marketing agencies, focus groups, or even friends of
your national staffs can help on this front.

The net: By setting standards for translation and localization quality and con-
tractually insisting that suppliers meet these criteria, you provide an objective
basis for evaluating performance, improving quality, and reducing turn-
around times due to bad translation efforts, all of which will lead to lower cost.

Recapping the Outsourcing Question:
No One Goes It Alone

Lacking the requisite skill sets, many firms look outside for help.

® Qutsource wherever you lack resources or bandwidth. Some decisions
are easy: If you lack the sKkills to internationalize your content archi-
tecture or the marketing muscle to create local campaigns, bring in out-
sourcers. But you should also consider third parties if the opportunity
cost of learning, executing, and maintaining the global initiative disrupts
or derails other mainstream corporate projects. This is not an all-or-
nothing exercise; your options range from selectively using contrac-
tors to fill gaps in your skills coverage to vending out individual site
development to outsourcing large strategic chunks of your initiative.

o Help your suppliers work with you better. Regular communication,
agreed-upon metrics, and formalized packages such as a localization
kit will make it much easier for your suppliers to do what you require
of them.
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® Manage translation cost and process. Most companies approach trans-
lation inefficiently. Avoid being in this low-achiever crowd by taking
positive steps to control costs. Centralized procurement, account
monitoring, and master contracts are a few of the ways to bring down
the cost of global markets.

® Measure quality. Develop objective standards for quality translations
and localization. Use these metrics to measure the performance of
your suppliers, to find opportunities for improvement, and to manage
expectations otherwise.

Mira’s Log

Mira now had many of the pieces of the globalization puzzle laid out on her
desk and covering her wall. She understood the range of issues that she had to
tackle as CGO; incidentally, she still wore the title of chief marketing officer,
too. She knew that the small, elite internal team that she had cobbled together
from corporate, regional, local, and business unit globalization projects
would take her a long way, especially in conjunction with the outside mar-
keters, developers, designers, and others she planned to bring into the fold.

One last thing was on her list: measurement. Early in the project she had
considered the seven most effective reasons for globalization. As she prepared
Jor her next meeting with the board, she began to calculate what return Acme
could expect from its investment in global marketing and its other strategic
online projects.
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Measuring the Return on
Global Investment

Mira now had to demonstrate some hard numbers and returns if she hoped to
get the support that she needed to carry out Acme’s ambitious plans for inter-
national dominance in its field. She consulted her strategy advisors, soliciting
the views of other executives from corporate, business units, regions, and in-
dividual country units. Mira worked closely with her marketing team to
quantify the effectiveness of their online promotional activities and determine
how their campaigns reinforced Acme’s brand and sales activities in other
channels. After conferring with her strategy council, she had a much better
sense of what Acme’s return on globalization would be. She began to design
her presentation on what would compel the board to loosen its tight grip on
the budgetary purse strings.

Answering the “What Do Global
Markets Buy Us?” Question

This chapter brings together many of the issues from earlier chapters as it
provides some answers to the question that every C-level executive wor-
ries about: What will we make by investing in this project? That is, what
will be the return?

® Return on investment (ROI). When stock prices were in the strato-
sphere, few companies cared about what any new online initiative
cost. But when the bubble burst, many executives found that the ba-
sics had not changed: Their shareholders wanted any investment to
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make money, reduce costs, or show some other demonstrable bene-
fit that would move the stock. All of a sudden, ROI was back on the
front burner.

This chapter discusses a more holistic ROI model, which I call 360-
degree ROI to capture the broader range of economic benefits that
companies should expect from their investments—including increases
in sales and share, the goodwill benefits of better branding, and bet-
ter customer retention and satisfaction resulting from improved cus-
tomer service.

® How companies measure it. In Chapter 21 presented seven effective ar-
guments for going global. In this chapter I present sample measure-
ments that cover the strategic, tactical, and operational terrain. How-
ever, in the course of measurement, you might find that you have not
done a very good job of instrumenting your online marketing and
other Internet processes, so you will have to invest in staff and tech-
nology to collect the data that makes their case.

o Why you should spend time on ROI During up economies there is a
rush to execute every plan on the table, but in bad times funds and
support run dry. Adopting a measurement model that maps global-
ization benefits against corporate goals provides some ammunition
for future budget debates. And as so many companies found during
the recent economic downturns, taking the time to document all the
returns—especially cost reductions and other bottom-line benefits—
means the difference between a continuing budget and cancellation.

As I suggested in earlier chapters, you should avail yourself of profes-
sional assistance on these issues. Your CFO will be able to give you some
clear advice in this area and suggest how you might be able to apply some
of the lessons learned by other companies.

Adopting a 360-Degree View of
ROl for Globalization Projects

You need to broaden your ROI analysis from simple cost-basis calculations
to the more complete range of things that matter around your company—
greater sales, more satisfied customers, better branding, reduced costs,
and however else you measure your success and that of your business
units. This 360-degree view of ROI will be a new experience for many com-
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panies that have yet to introduce any rigor into their analysis of online in-
vestments. And there are still a lot of firms in that camp. Through mid-
2000, when companies started having second thoughts about the Internet,
traditional concerns such as calculating the profit or yield on their online
investments typically fell on deaf ears.

As you calculate the financial viability of their domestic online efforts,
you cannot avoid reexamining your assumptions and plans for Germany,
Japan, Brazil, and other critical Net economies. Some boards will halt their
global projects in anticipation of more globally visible failures.

Heeding the lessons from others is a good step in the right direction, but
that does not mean that you should take an all-or-nothing approach to
global e-business initiatives. Rather, you should apply the same business
metrics to international expansion that you would for domestic markets,
aligning your globalization plans with your corporate goals and using
agreed-upon measures to prove success. These metrics go beyond simple
cost/benefit analysis, capturing instead economic benefits that range
across branding, customer satisfaction, internal efficiencies, knowledge
management, and other initiatives aimed at making your company more
efficient. This more complete analysis captures a broader, more com-
pelling range of metrics than does cost/benefit alone.

¢ Acquisition is often the quickest way into a market. To jumpstart its ef-
forts in Europe, Amazon bought Bookpages and ABC Telebuch—
U.K. and German online booksellers, respectively—as it grew busi-
ness from a mere 4 percent of U.S. sales in 1998 to 22 percent in 2000
and took on competitors such as Germany’s Bertelsmann and France’s
fnac.com. In Asia, GM bought Korean manufacturer Daewoo to gain
a foothold in the Asian car market and will extend online efforts such
as SGM BuyPower to appeal to online buyers in Asia.

¢ Throughout 1999 Cemex took both an acquisitional and an internal
growth path to meeting its international goals, but since then the
company has been using the Web also to deepen its relationships with
customers, improve efficiency, streamline internal processes, and cut
transaction costs. Cemex views the Internet as a way of greatly in-
creasing its flexibility to adapt to customer requirements and envi-
ronments across its entire customer and supplier value chain.

What Is ROI? ROI means return on investment—for many, it is how
much profit or cost savings results from what you spend on a project.
Many ROI analyses stop at the very quantifiable numbers of expenses
against profits or cost reductions. However, for a lot of investments that
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simple equation is not enough. Say that your business has as its immedi-
ate objective getting market revenue share, building infrastructure for
customer service improvements, or even positioning itself for sale. In
these cases, a simple profit or return measuring only immediate profit or
cost saving will not give an accurate 360-degree picture of your business
goals, so financial experts may talk about the broader economic benefit
that you expect to achieve from your investment. In this case, they would
be talking about the economic benefit from your global operations.

Building a Business Case for Return on Globalization How should
you go about building a business case for globalization?

1. Describe the expected pot of gold or the thorn. The typical business case
begins with a definition and SWOT (strengths, weaknesses, opportu-
nities, and threats) analysis of the business opportunity, need, threat,
or problem. It could be of the form discussed in Chapters 1 and 2—
that international markets are growing, competitors are moving in
quickly, or that domestic growth is slowing and future shareholder
value depends on new market penetration. Work with the appropriate
business unit, region, or country manager to validate the opportunity.

2. Propose a solution. Be specific about what you intend to do. For ex-
ample, Chapter 8 suggested a quick-hit project to unify branding sites.
Provide enough information that less Internet-savvy reviewers will
understand what you are planning to do. Due diligence mandates that
you suggest alternatives. Think through the options that are available
and lay out a rich portrait of your solution against a range of options,
including strawmen and even valid alternatives, as well as your ra-
tionale for discarding these options. Again, make sure that you con-
sult local and regional specialists to focus on a solution that meets
their needs, too.

3. Estimate the cost. As you saw in the translation discussion in Chapter
7, entering a market is a process, not a one-time event. In the case of
an online marketing initiative, factor in the whole life-cycle cost of en-
tering and maintaining a competitive presence in a market. Be ency-
clopedic in your life-cycle cost estimations.

4. Describe expected benefits. In the cost-benefit analysis for a localized
marketing site, you might discuss the benefit of increased share, a de-
crease in abandoned transactions, the lower cost of servicing customers
in their own language, and the likelihood of improved brand or un-
aided brand awareness. These improvements cover the full 360-degree
range of benefits discussed throughout this book (see Figure 10.1).
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Figure 10.1 GCompass Points for 360-Degree ROI

5.

6.

7.

Document your 360-degree ROI analysis. This is where you lay out the
indirect and direct ROI projections that you will use to measure the suc-
cess of your project on a continuous basis. Include your assumptions,
thought processes, and any constraints or other details that you in-
cluded in your calculus—for example, market intelligence that says
your major rival will do the same thing in six months. If the numbers
do not work in your favor now, run some scenarios to see when they
might. For example, hotelier Six Continents twice rejected a proposal
for a comprehensive customer relationship management system in
the span of six years but finally decided that the timing was right on
the third attempt.

If you are establishing success metrics for a global initiative, make
sure that you are familiar with the goals of other regions such as Asia
Pacific, Middle East, Africa, Latin America, and North America. Map
your metrics to all regions, not just to those of your corporate head-
quarters region. Consult with project stakeholders across the globe
to define what would make the project for their patch.

Describe the risks. Globalization is not a stroll in the park, so be realis-
tic about what can go wrong. For example, political risks could make
your plans for an in-country distributor seem foolish.

Propose a schedule. Finally, lay out a right-to-left schedule for each mar-
ket, putting forward a time frame for the whole project and specific deliv-
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erables. Make sure that you consult with the resource providers both
inside and outside the company so that you factor in actual resource avail-
ability. The schedule should also include an accountant’s look ahead
to major issues such as break-even and projected after-tax profitability.
8. Develop an internal marketing plan. As a final step in the business case
for any project, lay out an internal public relations and communica-
tions campaign that you will use to publicize positive returns both to
management and to the rest of the company. The simple branding
consolidation project presented in Chapter 8 could serve as a model.
Post before and after images, a description of the goals, and names of
representative team members at the corporate intranet site.

Calculating ROl on a Simple Cost Basis As input to your business
case you can sketch out a very simple ROI on the back of an envelope, as-
suming that you have a rough idea of the costs and expected returns. This
cost basis is probably the most commonly used form of calculation, and it
is useful for first approximations on market entry. However, it falls short
for calculating returns on typical projects requiring continuing translation,
enhancements, and synchronization, especially on long-running projects
such as a marketing site in another country. Let’s consider the benefit of
both marketing and basic online selling sites.

e Cost basis calculation. Using this simple accounting model, the eco-
nomic benefit of an uncomplicated marketing or branding site is
simply the income expected from the activity minus the cost to de-
velop. You can derive a quick take on profit from the following for-
mula, although its value in convincing your Board will be limited.

gROI = income - cost to develop

If you apply this formula to your online commerce efforts, you will
get a number, but you cannot easily quantify the income from a brand-
ing site. For nonrevenue sites, you have to consider other factors,
such as the value of your brand or the increased productivity of em-
ployees, two of the many metrics outlined later in the chapter.

® Ongoing cost calculation. Keeping your online efforts competitive in-
volves enhancing them and keeping information accurate, current,
and consistent with sites that you offer in other markets.

gROI = income - (cost to develop + cost to maintain)
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Remember that the cost of maintaining a site never goes away. For
example, in its calculations of the cost to enter a market, EMC figures
out what it costs to translate the core content catalog introduced in
Chapter 3. Furthermore, it assumes a monthly rate of change on that
content as well as expected changes in what makes up that catalog.
Factoring these modifications into the cost to translate, EMC then
budgets a quarterly amount to maintain and update the content for
each market.

Of course, other kinds of applications will have different benefit
schemes. For example, you would measure your supply chain’s bene-
fit in terms of profit and inventory or asset turnovers.

® Factoring in other variables for ROI calculations. The problem with the
cost basis approach—even in its more evolved form—is that it does
not account for broader economic factors such as risk, actual losses,
and the cost of capital. Economists have proposed more thorough for-
mulas,! such as

gROI = income - costs - expected loss - (cost of equity x economic
capital)

This model factors in all costs and losses but suffers from the same
problem as the cost-basis model: It does not capture the continuing
cost of maintenance. The following model adds that element:

gROI = income - cost to develop - cost to maintain - expected loss -
(cost of equity x economic capital)

Losses include explicit fraud and customer default, the cost of deal-
ing with shipping errors, and promotional tricks such as free or re-
duced cost shipping. Less easily quantified variables include the loss
of more profitable customers over time, the cost of providing service,
the effect on profitability of tactics such as upselling, and integration
with other distribution channels.

What Should You Measure? And How Often?

Modern corporations evaluate ROI on a regular basis, changing their
method of analysis over time. Periodic review of the economic benefits of
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your globalization efforts is an excellent practice that you should build into
your planning cycle (see Figure 10.2).

As they incorporate the global Web into their everyday business plan-
ning, these companies are seeing immediate benefits and gaining action-
able insight into their business cycles and manufacturing processes. Com-
mon among online leaders is the alignment of global efforts with corporate
strategies, buttressed by tactical and operational benefits.

360-Degree Strategic Returns on Globalization Investment Top-
ping most companies’ lists of drivers for globalization is customer satis-
faction; keeping consumers or corporate buyers coming back to purchase
from your company is what drives top-line benefits such as increased rev-
enue and share. You can consider strategic benefits such as increased cus-
tomer retention and satisfaction, raising the lifetime value of a customer,
global branding, new market development, and cross-channel integration.
The next two sections lay out the tactical and operational upside.

The technology group
works with marketing,
content, and design
teams to scope out and
specify all the required
words.

The CGO and each
sponsoring organization
or country develop
appropriate metrics,
which both form the
basis for budgets and
how performance will
be measured.

The company
organizes to
capture and
monitor, improve,
and bring in outside
help if results are
not understood.

Each international
initiative starts out
with a goal: what it
intends to do on the
customer-facing
Web, employee-
focused intranet, or Measure
business-centric
extranet.
Continuing measurement,
evolution, and reevaluation
of ROI calculations

Figure 10.2 Global ROI Analysis Becomes Part of Your Corporate Planning

Note: ROI analysis will never stop. You should plug germane ROl metrics into service level agree-
ments, making your home-country, regional, and business units demonstrate how they are earning
their keep.
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o Increased customer retention and satisfaction. The conventional wis-
dom is that it costs five to ten times as much to acquire a new cus-
tomer as it does to retain an existing one. Statistics show that U.S.
companies lose on average half their customers in five years,? and the
percentage is likely to be higher online, where switching costs are typ-
ically lower than in brick-and-mortar establishments. Studies have
shown that even a 5 percent reduction in customer attrition can in-
crease profits by 25 percent or more.

Using the Web to improve customer relationships on the business
side, U.S. computer maker Dell has created thousands of customized
homepages so that its best customers can have direct access to cor-
porate-specified personal computers, negotiated discounts, promo-
tional items, and records of orders and payments. The company’s
goals are to reduce defections to other providers and to create long-
lasting relationships.

Raising the lifetime value of a customer. Sales and marketing teams
want to increase the net profit that their customers generate over their
lifetimes as buyers, mainly through bigger and more frequent orders.
To make this happen for international audiences, companies strive to
improve site stickiness—that is, a customer’s tendency to stay at your
store or site and buy from you. Companies such as Six Continents Ho-
tels, Embraer, Sony, and GE have done this by adapting the offers to
buyers’ own languages and buying motivations—thereby increasing
the likelihood of purchase—by using a variety of systems such as per-
sonalization, data warehouses, and clickstream data (i.e., information
collected during the course of a customer’s visit by monitoring their
viewing and navigation choices).

Branding. Your company has spent a long time and a lot of money de-
veloping its brand in its domestic market to evoke a quality, long-term
relationship, but it probably has not done as much online or interna-
tionally. By extending the reach of the goodwill associated with their
brands, companies hope to vault to the front of the buying decision.
While it is difficult to associate dollar values with brand recognition,
they should at least be stated as recognizable assets that will increase
as a result of globalization. Agencies such as DSS and Brand Institute
Inc. specialize in this kind of exploratory marketing research.

New market development. Returns on new ethnic and regional oppor-
tunities drive the investment strategy of some companies. For ex-
ample, India—which has the largest economy and population in
South Asia—can offer its goods, services, and point of view to other
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countries in the region. Communications-endowed gateways such as
New Delhi, Mumbai, and Chennai can become “cyber Spartas,” city-
states that tie the subcontinent to its online trading partners in
Malaysia, Singapore, Japan, and the United Arab Emirates, thus in-
creasing the ability of companies to enlarge their overall revenue.

o Integrating multiple channels. EMC uses the Internet to increase its
ties to customers in other distribution channels, viewing the Net as
one more weapon in its marketing arsenal.

Tactical Measures in Support of Global Strategies To support
these global corporate goals, the CGO will reach out to experienced ROI
teams, including the CFO and financial analysts, to bring them into the
core globalization team both to define the metrics and to measure them
over time. These specialists will study international online business pro-
cesses and work to improve metrics such as the following:

o Lead generation. Renault built out e-commerce sites in France, Ger-
many, and the United Kingdom to provide its dealers with more leads
more effectively. To qualify the leads and measure their effectiveness,
Renault integrated these efforts with its enterprise information sys-
tems and databases.

o Look-to-buy conversions. Analysts estimate that buyers are three to
four times more likely to buy if addressed in their own language. The
likelihood of converting a looker to a buyer increases if the offers
make local sense, can be purchased with local currency, and meet
other cultural and business yardsticks. What works on your domestic
site may not succeed internationally, so consider the value of your up-
selling and cross-selling algorithms to local customers before making
any offers. Make sure that you measure the results, taking advantage
of A-B splits (i.e., several control groups receiving different offers to
see which really resonates in a given market).

Customer support efficiency. One way to support customer satisfaction

goals is to improve the availability of in-language help. For example,

Eastman maintains country and regional call centers to facilitate lo-

calized support, and Gateway advertises special toll-free phone num-

bers for its Spanish-speaking customers.

Operational Benefits to Further ROl The companies that collect and
analyze such customer and sales data often use the information for market
trend analysis and corporate decision making as well. They can also use
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these data to document cost savings from their globalization efforts. Of
course, these benefits are available if each business unit or country knows
what others are doing. This is one of the collateral benefits of the flexible
organizational model headed up by the corporate CGO drawing on the ad-
vice and insights of fellow executives in transnational business units, re-
gions, and countries.

e Lower costs. State Street Bank has long used revenue generation and
risk reduction to convince its budget committee to free up funds,
but the Internet has allowed them to add in expense reduction and
avoidance. For example, the company hired a fair number of people
through the Internet, finding that its indirect savings from recruiting
fees more than paid for some of their Web expenditures. Most costs
savings, though, are especially evident in global customer support
initiatives; as Chapter 2 noted, it costs only one dollar to handle a cus-
tomer inquiry through FAQs or online services such as AskJeeves
versus US$33.00 for each call handled by a customer service rep.

e Share costs. Autobytel’s UK. affiliate saved money by borrowing
brand positioning and collateral from Australia, a compatible market,
thus saving on development costs and getting to market much faster.
When the company’s globalization advocate discovered Autobytel de-
velopers in four countries working on a CRM module, he gathered
everyone together, found that all were still in the initial discovery
phase, and managed to pull together the specifications and business
requirements from each country into one design. The savings in both
money and time to market will more than pay for the project.

® Promote new services more cost-effectively. Airlines such as United and
Cathay Pacific have found that they can promote new service offer-
ings over the Web more quickly and efficiently than they can with the
traditional combination of advertising and big customer briefings.

Instrumenting the Effort: Continuous
Measurement and Feedback

The last few sections described strategic, tactical, and operational benefits
that feed a 360-degree ROI model. These improvements do not come with-
out a cost. Companies must actively and explicitly monitor applications, cap-
ture data, analyze them, feed them back into the systems that run the busi-
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ness, and measure the differences. Otherwise, there would be no data to
prove the benefit. of course, this instrumentation of business applications,
use of one-to-one marketing techniques, and feedback loops all must be
conducted within the bounds of the national laws discussed in Chapter 5.

How do companies create such a continuous measurement and feed-
back process? Eastman started out with very clear business goals for its
globalization efforts, as well as with a detailed analysis of what each step
of the journey required. The planners knew that it was important to set
some measurable goals, to track them diligently, and to communicate re-
sults to peers and executives. They started by monitoring overall site traf-
fic growth on a monthly basis, determining the most frequently visited ar-
eas of the site. They also measured basic criteria for online commerce,
including the last time the customer placed an order, the number of regis-
trations at each location, the number of orders created, the amount of rev-
enue generated through the Web channel, and the geographic mix of or-
ders and revenue. At the end of each day, they know where its business is
coming from that day, and they are beginning to understand where it
might come from tomorrow.

As the company prepares more of its national and regional sites for
more detailed data collection, they plan to analyze the surfing habits of
users: which pages they visit most often and least often, and which unlo-
calized (i.e., English-language pages from corporate) pages are most fre-
quently visited.

Before the sale, in-country marketing agencies can help you determine
whether existing metrics make sense for a market or whether you need to
come up with new ones. During and after the sale, monitoring the site for
customer activities is the first step in feeding ROI analysis with useful data
(see Figure 10.3 and Table 10.1). Regardless of the phase and depth of
data, detailed analysis and feedback of your marketing campaigns is the
most critical part of the process; otherwise, you will never benefit from the
wonderful data available to you through your online channels.

Globalization—Treat It as You
Would Any Business Issue

Many companies complicate matters by treating globalization as a special
issue unlike any other. It is not. Successful globalization means making
basic business decisions, just as you would for any other market. The com-
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Before the Sale The Sale ltself After the Sale
Repeat
Suspect Prospect Customer Customer
Primary research Refine the view of your customer:
studies and focus e Capture information from
groups: customer service systems,
. Unaided brand CRM, and other touchpoints
awarer.ue.ss Instrument the transaction: * Condu(_:l e-mail and _other
e Advertising . Collect cust promotions, measuring the
awareness ~wollect customer impact
. information
e Purchase intent . . e Analyze what worked and what
e  Cross-tab with earlier didn't
All these drive site visits and today's e Feed results into ROl models
design, branding efforts, clickstream data
and measurement plans

Figure 10.3 Monitoring Interactions and Feeding Results into ROl Models

Note: Focus groups, data warehousing, and business analytics are key elements of successful ROI;
without them, you will know neither what you should measure nor how successful your efforts were.
Forthose who do not have a data analysis or mining team at their companies, a whole industry of com-
panies can help. For clarity, this figure represents only the visible marketing part of an ROI model,
leaving out a lot of the underpinnings and connectivity with other corporate systems.

panies profiled in this book considered each opportunity on the Eighth
Continent. They determined what it would take to achieve the required
revenue or customer satisfaction impact in those markets. Then they per-
formed a hard ROI analysis on whether it was worth the investment. In
summary, they all found that three imperatives led to international mar-
keting success:

1. Apply rigorous standards to planning, design, implementation, and de-
ployment. Just being accessible to the Eighth Continent was not enough.
To succeed in any online market—domestic or international—they
found that they had to tune their value proposition and offerings to the
needs and desires of their target audiences. That meant providing the
same quality of customer interaction in each international market as
they provided in their home markets. Their online success required
educating their boards of directors, senior management, and fellow
employees to the opportunity and challenges. In many cases it meant
reaching deep into the technology infrastructure to enable corporate
systems to meet the needs of international customers. It often meant
reaching outside the company to collaborate with experts in areas
where they lacked competence.
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Category

Capability
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How It’s Used

Registration

Individual User

Integration

Single point of registration

Maintain single session

Ability to track customer
return visits

Query and modify profiles

Track responses to ads,
promotions, e-mails, etc.

Ability to capture and
extrapolate user
intelligence

Set permissions (e.g., for
fee vs. for free data) by
specific criterion

Integrate profile data with
content management
system

Link traffic and transaction
histories with profiles

Sort or select individual
customers, groups, or other
demographics

Export data to other
systems

Identifies unique visitors for subsequent
analysis

Enables visitors to pop in and out of a site
without reregistering each time, thus
flagging it as the single visit that the
visitor thinks he’s making

Provides input to customer loyalty
campaigns and algorithms

Lets visitors see and modify his profile,
and also satisfies E.U. data privacy
requirements laws

Provides feedback on the efficacy of
measured programs

Follows click-through path and allows
pages to be customized based on user
preferences

Enables the site to screen certain information
from nonpaying or unregistered guests

Lets sites personalize or dynamically serve
content in response to user actions.

Enables analysis of usage patterns by
individuals

Enables marketing or e-mail campaigns to
individuals or cohorts with specific buying
patterns

Enables integration of Web profiles for use
in direct mail, telemarketing, and other
marketing applications

Table 10.1 Basic Technology Support for Marketing Metrics

Note: Collection tools will work with personalization, marketing tools, content management, and other
technologies to offer the visitor a more cohesive experience. They help to gather information that is
useful in crafting campaigns and measuring effectiveness over time.
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2. Develop reliable infrastructure and ovganizations. Each of these suc-
cessful companies found that customers in their markets expected
much of them, especially round-the-clock support, high performance,
and a lifelong dedication to their market. After all, consumers and
business purchasers alike could easily click their way to local or re-
gional alternatives. These buyer expectations meant a long-term com-
mitment in finding the staff, building the systems for interacting with
and managing relationships with customers 24 hours a day, and de-
veloping the budget to justify things running year after year. It also
meant a constant effort to keep international markets integrated with
mainstream corporate development and initiatives.

3. Set metrics for their return on investment. Each of these companies
measured the full 360-degree circle of ROI, broadening their analyses
from simple cost-basis ROI to other economic benefits that drive growth
and profitability. They aligned their metrics with mainstream corpo-
rate goals such as greater sales, more satisfied customers, better
branding, and reduced costs. They found the need to revisit their
business cases, paying close attention to market changes as well as
geopolitical events. Periodically they had to reposition their global-
ization initiatives to match their companies’ changes in strategy. They
even had to have the courage to pull the plug on some of their favorite
investments on the Eighth Continent.

Mira’s Log

Mira now felt comfortable enough to approach the board again. She worked
with her ROI advisory team of the CFO, a crack financial analyst, business
unit managers, and country directors to write the business case for her ambi-
tious international marketing plans. She focused first on marketing efforts,
on supporting systems, and on some internally focused operations that would
enhance Acme’s efficiency and productivity. Her last task before heading in
was to summarize all that she had learned in her short tenure as CGO. She
rehearsed her first words to the meeting: “Global markets represent a big op-
portunity for Acme. But given the competing needs for resources at Acme, we
must be realistic. I've prepared a business case for each of the leading inter-
national economies, evaluating its prospects against the board’s top three
spending priorities for this year. Some of these markets will make the ROI cut.
Others won’t. Let’s get started.”
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This list provides the corporate home page, usually in English, of compa-
nies and organizations mentioned in this book. For international variants,
look for a pull-down menu on the home page for these companies.

2TR Solucoes Globais

8th Network

Accenture

Adobe

AltaVista

Amazon

American Airlines

American Translators’
Association

Apple

Architext

Arial Global Reach

AskJeeves

Atril

Autobytel

Baker-McKenzie

Barf

Barnes & Noble

Basis Technologies

Berlitz

Bertelsmann

Better Business Bureau Online

BigMachines.com

BMW

BOL

Boo.com

Borders

Bowne Global Solutions

Brand Institute Inc.

Bureau of Export Assistance
(U.S. Department of
Commerce)

www.2tr.com.br
www.8thnetwork.com
www.accenture.com
www.adobe.com
www.altavista.com
WWW.amazon.com
WWW.aa.com
www.atanet.org

www.apple.com
www.architext-usa.com
www.arialglobalreach.com
www.askjeeves.com
www.atril.com
www.autobytel.com
www.bakernet.com
www.iran-export.com/exporter/
company/PAXAN/
www.bn.com
www.basistech.com
www.berlitzglobalnet.com
www.bertelsmann.com
www.bbbonline.org
www.bigmachines.com
www.bmw.com
www.bol.com
www.boo.com
www.borders.com
www.bowneglobal.com
www.brandinstitute.com
www.bxa.doc.gov
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Business Objects

Business to Business
Marketing

Cap Gemini Ernst Young

Capital One

Cathay Pacific

Cemex

Chase

Cheskin Research

Cisco

Citicorp

ClearCross

Clifford Chance

Coca-Cola

Cognos

Common Sense Advisory, Inc.

Computer Associates
Covisint
CyberAtlas
DaimlerChrysler
Dell

DHL
Documentum
DSS Research
Ducati

Eastman Chemical
eBay

eMarketer
Embraer
Empirica

EMC

EWGate Pte Ltd.
Expedia

Faegre & Benson
FashionMall.com
FedEx

Fiat

Fingerhut

FNAC

Ford

Business Without Borders

www.businessobjects.com
www.worldwide-business.com

WWW.cgey.com
www.capitaloneenespanol.com
www.cathaypacific.com
WWW.cemex.com
www.bancochase.com
www.cheskin.com
WWW.Cisco.com
www.citicorp.com
www.clearcross.com
www.cliffordchance.com
www.cocacola.com
WWW.COgNnos.com
www.commonsenseadvisory.com
WWW.ca.com
WWwWw.covisint.com
www.cyberatlas.com
www.daimlerchrysler.com
www.dell.com
www.dhl.com
www.documentum.com
www.dssresearch.com
www.ducati.com
www.eastman.com
www.ebay.com
www.emarketer.com
www.embraer.com
www.empirica.de
WWW.emc.com
www.ewgate.com
www.expedia.com
www.faegre.com
www.fashionmall.com
www.fedex.com
www.fiat.com
www.fingerhut.com
www.fnac.com
www.ford.com



Web Site Addresses

247

Foreign Exchange Translations www.fxtrans.com

Forrester Research

Free Translate

Fried Frank Harris Shriver

Gartner

Gateway

General Electric

General Motors

GeoMarkets

Geoscape

Global Communications

Global Reach

Global Sight

Global Works

Google

Hewlett Packard

Hoover’s

Human Factors International

HumanLogic

IBM

IDC

Idiom Technologies

Inktomi

Innovative Solutions

International Chamber
of Commerce

International Federation
of Translators

International Monetary Fund
(IMF)

International Standards
Organization (ISO)

Interwoven

Ipsos-Reid

Jupiter Media Metrix

KPMG

Lands’ End

LastMinute

LastMinuteTravel

Levi

www.forrester.com
www.freetranslation.com
www.friedfrank.com
www.gartner.com
www.gateway.com
WWW.ge.com
WWW.gm.com
www.geomarkets.com
WWW.geoscape.com
www.globalcomspain.com
www.glreach.com
www.globalsight.com
www.globalworks.com
www.google.com
www.hp.com
www.hoovers.com
www.humanfactors.com
www.humanlogic.com
www.ibm.com
www.idc.com
www.idiominc.com
www.inktomi.com
www.innovativesystems.net
www.iccwho.org

www.fit-ift.org
www.imf.org
WWW.iS0.0rg

www.interwoven.com
www.angusreid.com
WWW.jup.com
www.kpmg.com
www.landsend.com
www.lastminute.com
www.lastminutetravel.com
www.levi.com
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LingoPort

Linklaters

Lionbridge

LISA (Localisation Industry
Standards Association)

Logos

London Chamber of
Commerce

McDonald’s

McNees Wallace & Nurick

Microsoft

Moravia

Morrison & Foerster

National Association of
Judiciary Interpreters
and Translators

National Retail Federation

NCR Teradata

Nielsen Norman Group

NUA

OECD (Organisation for
Economic Co-operation
and Development)

Olswang

Oracle

Perkins Coie

PetroBras

Pew Research Center

Piper Marbury Rudnick
& Wolfe

Prestige International

Procter & Gamble

Renault

Requisite

Rosario Traducciones

RosettaNet

Royal Dutch Shell

Rubric

Sabre

Business Without Borders

www.lingoport.com
www.linklaters.com
www.lionbridge.com
www.lisa.org

www.logos.net
www.londonchamber.co.uk

www.mcdonalds.com
WWW.mwIn.com
www.microsoft.com
WWwWw.moravia-it.com
www.mofo.com
wWww.najit.org

www.nrf.com

www.ncr.com/products/software/
teradata.htm

WWWw.nngroup.com

www.nua.ie

www.oecd.org

www.olswang.com
www.oracle.com
www.perkinscoie.com
www.petrobras.com
www.people-press.org
www.piperrudnick.com

www.prestigein.com
WWW.pg.com
www.renault.com
www.requisite.com
www.rosariotrad.com.ar
www.rosettanet.org
www.shell.com
www.rubric.com
www.sabre.com
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SAE

SAP

Sapient

Schneider Electric
Schwab

Sears

Sidley Austin Brown & Wood

Siemens

Six Continents

Society of Automotive
Engineers

Starbucks

State Farm

State Street Global Advisors

Stellent

Sun

Systran

Toshiba

Toyota

Trados

Translator’'s Home Companion

Travelocity

Tridion

TrustE

Uniscape

United Airlines

UPS

Vality

Vastera

Venable

Vignette

Watson, Farley & Williams

WorldLingo

World Trade Organization
(WTO)

Xerox

WWW.sae.org
WWW.Sap.com
www.sapient.com
www.schneider-electric.com
www.schwab.com
www.sears.com/todoparati/
main_home.jsp
www.sidley.com
Www.siemens.com
www.6c.com
WWW.sae.org

www.starbucks.com
www.statefarm.com/esp
www.statestreet.com
www.stellent.com
WWW.Sun.com
www.systran.fr
www.toshiba.com
www.toyota.com
www.trados.com

www.rahul.net/lai/companion.html

www.travelocity.com
www.tridion.com
www.truste.org
WWWw.uniscape.com
www.ual.com
WWW.UpSs.com
www.vality.com
www.vastera.com
www.venable.com
www.vignette.com
www.wiw.com
www.worldlingo.com
www.wto.int

WWW.XErox.com
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less aggressive in creating non-Spanish or non-Portuguese international
sites.
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Notes to Chapter 2

1. Ernst & Young Shareholders’ Guide, reported in Computerworld ROI,
July/August 2001.

2. Source: Internet Week survey about global e-business strategies
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4.The Organisation for Economic Co-operation and Development (OECD)
characterizes itself as “an international organisation helping governments
tackle the economic, social, and governance challenges of a globalised
economy.” Its 30 member countries are Australia, Austria, Belgium, Canada,
Czech Republic, Denmark, Finland, France, Germany, Greece, Hungary,
Iceland, Ireland, Italy, Japan, Korea, Luxembourg, Mexico, Netherlands,
New Zealand, Norway, Poland, Portugal, Slovak Republic, Spain, Sweden,
Switzerland, Turkey, United Kingdom, and the United States.

5. Donald A. DePalma, “City States Will Drive Internet Commerce in
South America,” Forrester Research, February 1999.

6. Donald A. DePalma, “Multicultural Marketing,” Target Marketing,
December 2000.

7. Source: Statistical Research, Inc., “Internet Usage Online Security
and Privacy,” 11 June 2001, via eMarketer.

8. Michelle Delio, “A Chinese Call to Hack U.S.,” Wired News, 11 April
2001.
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tional retailers and manufacturers. For a good overview of the topic, see
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tilingual Computing, January/February 2001.
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portation and Shipping Polls and Surveys,” 12 June 2001.

Notes to Chapter 5

1. Using Google, my search for Internet-aware, globally capable law
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laters, McNees Wallace & Nurick, Morrison & Foerster, Olswang, Perkins
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ley & Williams. Most provide only English-language information at their
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(New York Times, 27 June 2001).

3. According to a New York Times article (21 June 2001), U.S. Courts
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have taken to suing in American courts because they do not have the right
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its legal framework much as Britain did in the nineteenth century. How-
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4. “Global E-Commerce Conduct Code Discussed,” Reuters, 23 April
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5. The WTO Declaration on E-Commerce was adopted on 20 May 1998.
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nettax/). “A Framework for Global Electronic Commerce,” 1 July 1997.
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org/report.htm.

8. You can find the directive at http://europa.eu.int/scadplus/leg/en/
lvb/132014.htm.

9. The chief of the WTO, Supachai Panitchpakdi, believes that global
rules are desperately needed for Internet commerce (New York Times,
30 May 2001). The WTO has a group in Geneva working to update the
1992 Uruguay round-trade pact for e-commerce.

10. See http://europa.eu.int/ISPO/ecommerce/legal/legal. html#frame
for documents relating to this directive.

11. One manner of e-signature enforcement involves key technology: a
“private key” to encrypt messages and a “public key” so that only the in-
tended recipient can read it. The key holder must satisfy a number of con-
ditions to a trusted third party (usually a certification authority) that will
testify to the validity of the key and the key holder’s identity by signing the
key. For more information on e-signatures, see http://rechten.kub.nl/
simone/ds-lawsu.htm for a survey of digital signature laws or http://
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tion about users of their software. See Courtney Macavinta, “Trust-e re-
ports on RealNetworks as FTC examines Net privacy,” C/NET News.com,
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to the Data Protection Act guidelines. Forty percent of the companies sur-
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17. “Data Privacy Issues Key to Global Business, Panel Says,” Comput-
erworld, 28 May 2001.

18. “Chief Privacy Officers Emerging in Response to Data-Privacy Con-
cerns,” Computerworld, 14 September 2000.

Notes to Chapter 6

1. As defined in Chapter 1, internationalization is the behind-the-scenes
technical work done to enable translation and localization. This typically
involves making sure that a site can support at the very least the alphabet
of a target market, a problem frequently encountered by U.S.-developed
software that cannot handle Japanese characters or even diacritical marks
for European languages. Other internationalization tasks involve adapting
systems so that instructions, error messages, currency, and measure-
ments can be expressed differently for local markets.

2. ISO is the International Standards Organization, source of ISO 9000
and more than 13,000 standards for business, government, and society. It
comprises “a network of national standards’ institutes from 140 countries
working in partnership with international organizations, governments, in-
dustry, business and consumer representatives.”
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