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0 stratey establishes your language and market roadmap, pro-  specific locale, you can evaluate it against your glabal strategy
-] vides a basis for evaluating requests against the radmap, drives  to help determine the "go” or “no-go™ decision. If you decide
“go” -go” deeisions, and guldes how you measure suc- 1o proceed, you will have clarity on what level of investment i
(] cess. m- infrastructure pillar covers organizational strueture,  you should commit 10. This is critical because orce you enter
O and market, it is almost impossible to get out without incurring bad
LC And & nnally. @ local strategy deals with markes-focused activi-  press or customer escalations.
. . tes, including the jpment of local features, How do you measure whether you are on track 1o achieve
- Develn In Stl‘ate Ies competiiors and the voice of the cusiomer, markeiing and sales  your goals in a markei? Success can be based on timeframe,
e p g g strategies, and bullding communities. Tevenue, market share, brand recognition, or press coverage,
among other measures. You may want to establish a process for
2 H H - - Setting the glabal measuring your level of investment in a market as part of mid-
/p] for‘ l nte rnatlo n a I Izatl 0 n With more than 6,000 languages in the world and approxi-  year and annual reviews and adjust your investments as neces-
3 mately 195 countries. you need to choose where to go shallow  sary. Many times, decisions are based on the cost of translation
or deep in your engagement. You also need fo be strategie in alone when in fact the end-to-end costs of deploying to a new
_D : . defining what you will not be doing As with many resource  market greatly outweigh the cost of translation |
- Claudia Galvdn investments, you can spend 80% of your effarts to get just 20%  building infrastructure, marketing, local feature investments,
e af the gains if you're not careful. customer support and so on),

Most companies cannor cover all languages and markets. In Once you have declded 1o move forward with an intema-
the Unicode case | mentioned earlier, the company supporied  tional request, what does it really take 1o add 2 language or
hundreds of encodings but only localized in all subset.  feature or to fix 3 bug? It all depends on the maturity of your
Other companies leverage user communities to expand their  business process and technology. Large global companies have
language coverage. Some have chosen 1o go deep in certain developed these systems over many years. In the case of Micro-
markets, making strategic investments in Asia, for instance. soft, the company worked on these systems throughout several

Having a language and market roadmap can help manage ad  versions of various products to develop a single binary that
foe requests. Companies priy heir language and market  would run in all the different languages and 10 build ou

—— N . tiers using a variety of factors, including gross domestic prod- i

Despite having worked at many global soft-  that included our products support the switch to the curo, Given ust (GDP), number of users, revenue, potential partnerships and In other circumstances, such as in an acquisition, you

ar ics, | am always surprised by how @ large cross-company effort, we were able to implement Uni- geopolitical or expanding presence foatprint, Some companics  may be required to close a language/market gap as soon as
Laord comraen pain points they cach share when  SI¢ suppor on time. The euro example helps emphasize the wark fram the notion of classifying languages into tiers. Others  passible, for example, 1o match the roadmap of the acquiring
4 imporance of inemationalization 10 & biciness and the ben- bucket their markets based on high-level classifications sueh  company.

Cames to ping international SORWATE. ey of heing able 1o react 1o the many challenges and demands as Top 5, Depth, Developing, Emerging and Presence, The clas- smiller or starup usually focus
Fver_!,'lmdy has been working on the same prob-  of the global marketplace. sification aspect is basically semantics. The critical point is that  on developing Version 1.0 products for the English US market
lems for many years. How do we enable the soft- Today, requests to add specific languages and market sup- you need to have a clear understanding of what markets you  anly. This makes scaling to additional languages later on a long =

; . part continue 0 be random. From my own experience in many are I and w and expensive process and can preclude companies from taking =
ware to work in all of the different languages? T e ative team 1o a subsidiary could Asan example. o determine your language/market roadmap,  advantage of intwrnational opportunities. This is not 1o imply
How do we automate our localization process?  resl in a list of intemational requests, or we could have som vou could start by establishing *must-have™ markets — those  that companies need to invest the time and money in this regand
How do we handle international requests? ame in @ specific market pushing back his or her own list of feas with (he largest business opportunity. You may also want to from the outset, but building the right infrastructure (o enable

ture needs, Requests may also result from competitors suddenly sclect strategic markets where an carly presence may help you  intemationalization is key to success, no matter what the size
When handling intemational requests. most companics lack  adding support for a large number of languages or ma tap a future growth opportunity. of the company.
a process or global strategy 10 deterenine the appropriate level  During my years at previous companics, these requests were The next step is to determing your level of investment: full or
of investment in a market. As o result, ad hoc market and cus-  often thrown over fence to the engineering teams, leaving partial, A full investment strategy in a market includes develop- Developing the infrastructure
tamer requests drive these decisions. product teams with little knowledge of how the requests were ing end-to-end infrastructure and processes, These range from Infrastructure covers a broad range of things, fram estab-
Let me take you back to the middle of 1996, which is when | sourced or prioritized — and even less of an idea of the return prioritizing market requests o developing feature and quality  lishing the organizational structure and processes for handling
first started working on intemnationalization. Those were excit-  on investment (ROI) of implementation. parity with the United States and serting up in-market market-  intemarional projects to product enablement, tools, technolo-
ing times. It was the year when evidence of possible life on ing and customer support services. For sirategic markets, you e and govemance.
Mars was found, when Hotmail was launched, and it was the Internationalization as a business process may choose partial i g the
year when | first started working on Unicode. At that point, the You seldom see a formal business process for handling fnter- appropriate level of product enablement, localiza- = s &
pressing concern at the company | worked for was the imminent  national strategy. Most companies focus on technology alone. tion, and in-market support. Creating a language/ £ £ = g
Taunch of the curo in 1998, Even thewgh we supporied over 200 In recent years we have siaried o see product or program man- markei roadmap mairix thai includes the level of H 3 X i H I
encodings. none of these supported the curo symbel [€). agers looking at the intematlonal business requirements and investment in cach area helps you visualize gapsand | poo s T g v 52| &%
What followed was a large and time-constrained effort, as it attempting to set a strategic direction for global expansion. But your strategic direction (Table 1). g 2 E ¥ | T%
was eritical that the European Commission’s back-end systems  these product managers often get absarbed by US needs or end Mijor global companies devate a lot of resources £ 2 £g | = £
up focusing on a few countrics or regions, to performing market rescarch to determine their § £ E
It is important to develop a global strategy despite compet - language/market roadmap. If you are in a small =
ing priorities. Doing sa con remove uncertainties and inerease company, you can leverage some of these efforts | Version 1.0 | /10 [ N N N N
. Claudia Galvin feads the intemationol vaur sense of direction, predictability and aceountability s to as & starting paint for ereating your own roadmap, " )
f" progrom management growp in the Microsoft whether 1o implement a request, Setting up eriteria based on your own situation js |_Yersien 2.0 | 15730 Y| Ter2 | Ferd2 | Tierd | Tier)
Silicon Viailey campus. She has on MA A good place to start is by defining internationalization critical. Version 3.0 | 2545 Y Tier 1-4 | Tier 14 | Tier 1,2 | Tier1,2
degree in progrom and project management as part of your existing business process. You can di The next time you get a Tequest to
and a bachelor’s in computer science. international business process into three main pillars. A global expand into new markets or rlp:md a feature set o a Table 1: A languagefmarket roadmap matrix
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