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INTRODUCTION

ow companies go global has changed. Today, your business is global
H from the moment you create a website. From that day forward, bil-
lions of people around the world can theoretically discover your com-
pany, learn about your products and services, and form an opinion of your
brand. As a result, the era in which companies focused on just one geog-
raphy at a time has begun to disappear.
Prominent business leaders and investors are taking note of this phe-
nomenon. In “Global Natives,” a study of more than 9 thousand
founders and executives of online businesses published by Stripe, the

researchers reveal

* 70% of online businesses of all sizes sell outside of their home
market

Of companies with more than 50 employees, the rate increases to
90%?

Online businesses were defined as companies that accept online pay-
ments, and with online commerce as their primary source of revenue.
But online businesses are not only going global at higher rates than other
types of companies. They’re also doing it much earlier in the life of their
business—and with impressive results to show for it. The Stripe report

highlights the fact that the companies that expand internationally within
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the first year of their incorporation have significantly faster rates of both
revenue and headcount growth than those who wait until later on (see
Table 1.1).

Earlier international growth also appears to offer a competitive advan-
tage. While there are differences in growth rates by vertical, the Stripe
researchers found that those companies that entered international mar-
kets earlier also typically grew faster than other companies in the same
category. According to a recent webinar by Stripe, 89 percent of success-
tul tech companies have already expanded into international markets
prior to achieving “unicorn” status (a valuation of US$1 billion or higher).

Indeed, a growing number of companies today are not only “born
digital” but “born global.” The Stripe report also shows that half of the
companies surveyed were international from day one. This is possible in
part thanks to the growth in online marketplaces, offered by companies
such as Amazon, Shopify, Etsy, HubSpot, and many others. These large-
scale, global channels enable countless companies to launch their prod-
ucts instantly to a global audience, with minimal barriers standing in
their way.

One important takeaway from Stripe’s research is that this new wave
of business globalization isn’t just good for those companies that embrace
international growth. This trend actually has the power to boost global
gross domestic product (GDP). In other words, increased expansion and
commerce across borders isn’t just good for individual businesses. This
trend may have the potential to grow the world’s economy.

The researchers at Stripe are not the only ones who are taking note

of this growing and highly promising trend. Partners at Andreessen

TABLE I.1. Earlier Expansion Leads to Faster Revenue and Headcount Growth

Time to Enter International Markets,  Time to Enter International Markets,
<1 year after Incorporation > 1 year after Incorporation

Revenue growth +887% Revenue growth +746%

Headcount growth +196% Headcount growth +181%
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Horowitz have observed this trend as well and have written about what
they call the new wave of “Default Global” companies. Unlike “Default
Local” firms, these businesses are radically compressing the timeline it
takes to go global, often doing it from the very onset of their operations
instead of waiting until later. In their examples, a “Default Local” busi-
ness may take five years before they are operating in a few markets, while
a “Default Global” business starts out in a few markets, and rapidly
expands into new markets from there onward, and may be in double the
number of markets by year three.?

Whether you call them “born global,” “global natives,” or “default
global,” the concept is the same—businesses that embrace international
markets as early as possible often see major advantages. By many measures,
the “born global” company is a rising and important trend in business
today.

On the other hand, it would be naive to think that borders have dis-
appeared. It’s one thing to have easier initial access to customers in differ-
ent countries. It’s quite another to prepare your business to market to, sell
to, service, and support them. The internet has broken down what previ-
ously seemed like an invisible forcefield. Now, customers from around the
world can cross borders, online at least, to engage with your company.

'The problem with this new reality is that, in some cases, it can make
international expansion even more chaotic and less predictable than it
was before. In the past, companies could wait longer, and make more
calculated, longer-term bets for expansion. Today, business leaders sud-
denly find themselves asking many questions at an earlier point in time
than they might have expected to, such as, “How much attention should
we give to the markets that show strong interest?” “How many markets
should we focus on at a time?” “When is the right time for us to grow
internationally?” and more generally, “How can we do all this in a pre-
dictable and sustainable way?”

International expansion has become both easier and harder. It’s eas-
ier now to reach customers online, with an app, or through a market-

place, instead of traveling overseas to set up a physical office before you
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can meet them in person. But in the digital age, it’s also harder for many
businesses to address the complexity of dealing with customer needs from
various countries, at earlier stages of growth, when they are usually still
working on finding strong product-market fit.

'The good news is that you can become a global company sooner than
ever before, which offers tremendous advantages and growth potential
for your business. The bad news is, if youre not careful about refining
your expansion strategy as you continue down this path, you might end
up going into too many markets too soon, before your company is ready.
‘That’s why I wrote this book, to help you achieve a balanced approach as

you take your company global within this new reality.

Going Global Faster Requires a Global
Mindset Earlier

Under the old way of going global, you didn’t need to bother with hav-
ing a global mindset until you were at a more advanced stage of expan-
sion. When founding a company, you could focus exclusively on the vision
for your domestic market first, because of the slower pace of going global.
From there, you would focus on entering just one or a few local markets
at a time, then adding more markets until you eventually became a global
business. By the time that happened, you could then focus more people
at your company on adopting a global mindset.

Under the new rules, companies need to adopt a global mindset from
the beginning, for one simple reason—power dynamics are changing. In
the digital age, companies are subjected to more “market pull” than ever
before. Customers have more access, and more control, to bring your
company into new markets whether this is your strategy or not. And,
with the pace of business changing more rapidly today, you need to ensure
your company has the capability to intensify your presence in other mar-
kets when you decide to pull the trigger and invest more in doing so.

Table 1.2 shows how this plays out, according to the old rules and

the new rules of international expansion.
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TABLE 1.2. Old versus New Stages of Infernational Expansion

Stages of International Expansion

At Founding | Early Stage Mid-Stage Late Stage

Strategy & | Old way | Domestic Initial market | Subsequent Global
operations entry market entries | business

New way | Multi market Local market Global

intensification business

Vision & Oldway | Domestic International Global
mindset

New way Global-first

Quite simply, the path to building a global business has fewer phases
than it did before, which means your vision must be global from much
earlier in the life of your company. Without a doubt, the old way worked
in the past for building a global company. And there are certainly indus-
tries remaining in which this approach may still suffice, even if it takes
longer to go global this way. The challenge is that with digitization, inter-
national expansion happens not only earlier, but in a much more con-
tinuous and ongoing fashion than it did in the past.

What happens if you try to follow the old way in the new era?
Unfortunately, there will be a mismatch between your approach and
today’s reality. Globalization simply becomes harder, because you made
choices earlier in the history of your company, without a global vision,
that shape your current operations and execution.

If you wait until too late, by the time you get to a place where your
vision is truly global in nature, you're likely to uncover too much “glo-
balization debt,” much like technical debt, that your company has
incurred along the way. In other words, if the choices you make early on
are in favor of your domestic market alone, you won’t be able to execute
on a global vision as fast as you need to in order to keep pace with your
industry and your competitors.

However, if you embrace this new reality, creating what I refer to

throughout this book as a Global-First vision from the beginning, your
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international expansion will work on turbo-speed and in lockstep with
the way business is conducted in the digital age. At a certain point, you
may even begin to surpass competitors in market share who were once
ahead of you who play by the old rules, because your pace of growth from
international markets will propel you beyond them, while you adeptly

play by the new ones.

The stages on the path to going global are more compressed
now than ever before. Your company might need to strefch
itself in ways that don’t feel comfortable or natural at times,
as you move along this accelerated pathway to going global.

'This new approach to going global is not limited to tech companies,
the frontrunners of digitization. With few exceptions, this new path to
international expansion will eventually become the norm for more and
more businesses in every industry with a digital aspect to their business.
Other industries tend to eventually follow their counterparts who work
in technology down a similar path, as the methods used in tech tend to
simply evolve and adapt to the needs of each vertical as time goes on.

Business leaders who seek to future-proof their business, or gain a
competitive advantage in their market, are well-advised to prepare for
this new reality now. That’s precisely what this book is designed to help
you do.

The New Rules of International Expansion

Let’s briefly walk through some of the outdated assumptions that busi-
ness leaders held in the past that shaped our thinking about international
expansion (“old rules”), alongside the new realities that make those older
ways of thinking obsolete (“new rules”) (see Table 1.3). In the individual
chapters that follow, you’ll deepen your understanding of these points
and why they matter.



TABLE 1.3. Old versus New Rules of International Expansion

Old Rules

New Rules

Companies go global after becoming
well-established in their home market

Companies need a market entry
strategy

International strategy follows
corporate strategy

Setting up a local office is critical
to expand within a new market

Localization is a cost center
Target the biggest markets first

Enter a local market, then
measure fraction

Enter a local market, then adapt
your offering

Select alocal market, then
estimate ROI

Create a domestic strategy, then
tweak it for local markets

Local tfeams build a global
company one country at a time

Companies can only have one
initial focus market

People with “international™ in
their title should lead expansion

Hire for international experience
when you get to a later stage of
growth

Becoming a global company
happens naturally as you expand
internationally

You must grow fo a certain size
before you go global

Companies can go global as
early as day one

Companies need a market
intensification strategy

International strategy is
inseparable from corporate
strategy

Setting up a local office isn't
necessary for initial expansion

Localization is a revenue enabler
Target the best markets first

Measure fraction, then determine
where to intensify

Use the degree of adaptation
required tfo determine where fo
intensify first

Use ROI timeframe to determine
when, where, and how much to
intensify

Recognize that global strategy is
the sum of many local strategies

All employees build a global
company by empowering and
enabling local feams

Companies can have several
initial focus markets

Building a global company is
everyone's job

Hire for international experience
at every stage of growth

Becoming a global company
takes intfentional focus and
commitment

Being global is what helps you
grow
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Chances are that as you read through this list, some of these new rules
seem obvious, while others might challenge your assumptions more. This
is because taking a company global, especially in this new era in which
it happens difterently, is not something many people have experience
with. Even if you've already worked in international markets in a prior
company or job, the conditions in which businesses become global today
have changed all around us.

International expansion is ultimately business transformation, which
is nuanced and complex. It must be managed across every function of a
business, at every level of leadership, and executed across many geogra-
phies and time zones. If that sounds challenging, it’s because it is!

Everyone knows it’s not easy, and as such, the very topic of interna-
tional expansion often creates many fears. Fear of the unknown. Fear of
getting it wrong. Fear of how much there is to learn. Fear of failure. Fear
of taking on too much. Fear of stretching too thinly. All those fears are
completely valid. And you'll find them to be common among most people
at first, especially if they have never done it before.

But along the way, you’ll not only be adding international revenue
streams. You'll be creating a stronger, more diversified business, and not
just for purposes of your balance sheet or your earnings calls, while those
obviously matter too. Embracing such a mammoth change initiative and
making it a part of the way you operate builds another important mus-
cle. It can help your company become one that continually innovates,
incorporates the best of the world’s technologies, and has a better read
on the pulse of the global market, and your company’s and customers’
place within it. Once you see your company’s global expansion as a busi-
ness transformation exercise that is imperative for you to achieve your
biggest and most ambitious dreams for your business, you can start
to approach each international growth conversation from a positive
perspective.

In this book, I hope to alleviate any fears you might have by making
the unknowns more familiar to you. My goal is to get you excited about

the potential of going global and arm you with what you need to succeed
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atit. As a leader of your business, it’s your job to instill a sense of curios-
ity about what discoveries might await, and to paint the picture of your
employees as pioneers who are directing your business on the path to
becoming a global market leader. You can do that more easily if you
understand not only that the rules have changed, but how, and what it
means for your business. In the chapters that follow, I'll be sharing these
insights in detail.

'This book is the result of many years of learning from local leaders
and global colleagues at many companies going global. I have supported
many business leaders, both in my past capacity as the Chief Research
Officer of a firm specialized in global business, and today, as a colleague,
advisor, and friend to many business leaders and investors.

Also, this book is informed, most recently, by the lessons I've learned
from working hands on as an executive supporting international expan-
sion efforts, in various roles, and in different business functions, at a large
public software company. I've been doing this work in real life not alone,
but alongside many colleagues, for the better part of a decade.

But perhaps most importantly, this book comes from a lifelong pas-
sion for enabling people to connect across borders of geography, language,
and culture. I believe deeply that technology, and the path we’re on in
the digital age, is well-suited to facilitate a new level of connectedness
throughout the world. I've seen firsthand the power, joy, and excitement
of bringing new knowledge, new products, and new tools into the hands
of people in places that even their creators never expected them to land.

It’s a beautiful thing to see a company become a well-known, trusted
brand in the most distant locations and in languages the founders and
executives themselves do not speak. What could be more gratifying than
knowing your business has achieved that sort of reach? It’s something I'd
love for every business leader and entrepreneur to experience. Fortunately,
in the digital age, more and more companies can achieve this. As you'll
learn in this book, you don’t have to be big to be global anymore.

And even if you're not one of the newer, digitally focused companies

that is born global, if youre a leader who wants to take their company
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global, I'm here to convince you that you have the potential to do so. If
there is value in what you're bringing to customers in one market, there
is usually value to be found by customers in another. For that reason, even
if your company didn’t start out with global ambitions, it’s never too late
to start the journey.

As you read this book, you'll also benefit from case studies with les-
sons from companies of differing sizes, founded in different places, and
at various stages of going global: Airbnb, Canva, Dashlane, Facebook,
GoStudent, LinkedIn, Lottie, Netflix, Revolut, Teamwork, and Zoom.
Their real-life experiences with going global help illustrate the various
concepts shared in the chapters that follow.

So, thank you for embarking on what I hope will be not just another
business book in your library, but a fun and enlightening expedition to
support you as you bring your company to its fullest global potential in
the years to come. After all, no two international growth paths are alike,
and each one is as unique as your company. There is no universal map,
simple template, or one-size-fits-all framework when you're taking a
company global. Instead, there are simply new organizational muscles
and skills that you will need to build. Through this book, I seek to help
you do that.

And when the valuable products and services you offer begin to reach
more people all over the world, I hope you’ll come back to me and update
me on your experience so I can hear all about your unique path to global
success, which will surely be a fascinating one. I'm cheering you on as
you take your own company global, and I look forward to hearing about

your experience!
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]

UNDERSTAND MARKET
INTENSIFICATION

B ack in the old days of international expansion, it was common busi-
ness parlance to talk about “entering” a new market. This is because
companies often had minimal if any customers in a market before set-
ting up a physical presence there. They had to send someone in person
in order to go to a country, create a legal entity, set up an office, and start
the process of hiring a local team.

'Things have changed, on several fronts, but the one common thread
is this: international expansion today is much more continuous in nature.
Let’s look at some of the key aspects of international expansion, and what
they looked like under the old rules versus the new rules.

Essentially, many services exist today that enable companies to take
their business global with far greater ease, and without the need to phys-
ically set up operations in each country. For any company with a digital
business model, it’s possible to “go global” seemingly overnight, as soon
as you launch a website that enables someone to make a purchase or offer
your company’s products through a global online marketplace.

With more marketing, selling, and purchasing happening online than
ever before, growing across borders is no longer a matter of a business
“entering” a new international market. You can enter dozens of markets

simultaneously if you're able to launch a website for multiple countries
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and access many of the services listed in the “New Rules” column of
Table 1.1.

Growing your business globally is increasingly a matter of making
choices about which local markets matter most early on, and then inten-
sifying your company’s efforts there later, but also being willing to pivot
and iterate on your strategy more frequently than you might have had to
do in the past.

“Market intensification” is a conscious choice your business makes to
go deeper into a market, targeting more local customers, selling more
effectively and at a bigger scale, finding the right channels, and further
adapting your company’s offerings to truly map to local market needs.
More and more companies are finding ways to meet customers from
many countries where they can all be found initially—online—addressing
customers in many markets from the beginning stages of their business.

One major benefit of market intensification is that because it’s more
continuous, you can more easily adapt and adjust as you need to. You can
throttle your speed and invest more or fewer resources in each local mar-
ket based on factors such as performance, funding availability, and chang-
ing economic situations. Overall, under the new rules, you can adjust
your international expansion strategy in a much more continuous way,
one that is more in keeping with today’s ever-changing environments.

Underpinning this transformation of how companies go global today
is the fact that the leading technologies today that are modernizing the
world tend to be delivered in more continuous ways than in the past.
Newer digital offerings that achieve success in today’s reality tend to use
what is known as a continuous integration / continuous deployment (CI/
CD) model.

'This fundamental change in how products get delivered in a digital-
centric world is not something we can describe as merely “agile.” While
notions of agility are still important, many people working in software
bemoan how far this concept has wandered from its basic roots. One of
the core tenets of the Agile Manifesto highlighted the importance of con-

tinuously iterating in response fo change versus sticking to a plan.



TABLE 1.1. Aspects of Infernational Expansion under Old versus New Rules

Aspect of
International Expansion

Old Rules

New Rules

Marketing

Sales

Customer support

Hiring

Product distribution

Finance

Required marketers to
be located in-country;
leaned heavily on local
advertising and
branding campaigns

Sales reps were on the
ground in-country and
needed to be physically
present fo meet
customers in person

Required language-
skilled staff in-country
or af least in time zone,
often based in a call
center

Necessitated a com-
pany to create alegal
entity, find local counsel,
draft employment
contracts and engage
alocal benefits and
payroll provider for
each market

Was mostly done
through local channels
on the ground in each
country

Required local bank
accounts, local tax
specialists and
accountfantsin each
country as well as the
ability fo accept local
currency and payments

Can be done from
anywhere in the world;
leans heavily on
digital marketing and
ecommerce

Leans heavily on a
remote selling model,
online and product-
led growth models

Highly automated via
self-service and with
online help content,
online chat, and
chatbots, e-learning
and community forums

Can be outsourced to
“employer-of-record”
firms that do the
set-up work to allow
companies to employ
and pay people in
each market

Marketplaces, mobile
apps, web-based,
and software as

a service (Saas)
distribution models
prevail

More countries are
instantly accessible
via global payment
solutions, currency
gateways, global
accounting platforms,
and international tax
firms
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'That principle, which highlights the importance of being adaptable
and responsive, is the one I'd like to highlight when it comes to taking
your company global. When you build things in a continuous way,
responding to inputs and customer needs, you need to operate differ-
ently. And when you’re doing this in multiple markets at once, the
need to adjust and pivot in many directions at the same time can feel
overwhelming.

For this reason, it’s impossible for me to overstate the importance of
making sure you truly listen to local customers, create channels to truly
hear their feedback in each local market, so that you'll know precisely
where you need to flex, in order to make these local market adjustments

as continuously as you can.

Talk fo your customers in local markets continually. This will
help you learn what you need to adapt in order to succeed
locally. Use their input to guide where, how, and when to
intensify your presence.

Digital Business Models Enable Faster Access
to Local Customers

A digital business operating in the current era no longer must make a deci-
sion to “enter” a market, as such. Having an online business model means
you can open access to many markets at once. Instead, your company will
have to make a conscious decision about how to intensify your efforts in
markets where youre already seeing early interest from customers.
Companies that have a digital business model have more and more
access to the world than ever. However, that comes with less and less
control over the exact whereabouts of the customers they initially attract.
It’s not uncommon for companies to create a website and within a very
short timeframe, to have at least 20 percent of their traffic immedi-

ately come from outside their home country. This is especially true for
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companies operating in markets with high levels of demand and strong
search volumes for their product category.

Create a website or a blog in a major world language like English,
and within a year of steady content creation, you're likely to have visitors
from 50-plus countries. As a consultant and advisor, this is what I've
witnessed with many companies of various sizes (and even with my
own blog).

If what you're selling is in high demand, either because you're in an
underlying industry that is growing quickly, or because your product is
simply trendy and people love it, you'll be benefiting from viral networks
and word of mouth. The world tends to be more interconnected than we
think. When people have a great experience with a product, word of
mouth can quickly travel across borders.

You'll naturally be pulled toward global markets faster if you have a
digital business model, but faster doesn’t mean that it will be easier. While
you can set up the basic operational mechanics in order to be a global
company more quickly than ever before, achieving eflicient and scalable

international growth has become more complex.

Earlier Global Access Means Infroducing
Complexity Sooner

While going global sooner is an exciting prospect for many businesses,
it’s important to recognize the increased level of complexity this can
introduce. Many companies haven’t yet mastered operations in their
domestic country at the point when international business starts to “dis-
tract” them. In some ways, strong demand from international customers
can be viewed as a “good” distraction, and a sign that a company has a
strong chance at global success later. But timing is everything and going
into too many markets too deeply before you're ready can do more harm
than good. Finding the right balance is critical.

While all the services, platforms, and vendors available can make it

seem easy to go global, even if you take advantage of all they have to
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offer you, here are some of the areas of increased complexity to watch

out for anyway in the early days of your expansion:

* Recruiting. If you plan to intensify within a market at a large scale,
the first hire you'll likely need to make is a local recruiter. You sim-
ply can’t hire local marketing and sales talent easily otherwise.
You might choose to use a local recruiting firm, but then you’ll be
competing with other clients, agencies may not be able to sell your
employer brand to candidates as easily as you can, and it can be
difficult to hire at scale without local recruiting. In many markets,
candidates also don’t want to work for an unproven brand. This is
where companies get into a chicken-and-egg situation. They must
establish their brand locally before they can attract the best tal-
ent, but they can’t build their brand until they can hire enough
people to market and sell locally.

* Marketing. Obtaining more of the desired type of traffic from the
right countries, converting it into qualified leads, and ensuring that
the pipeline into sales is high quality is a tall order, and can be
incredibly hard to scale across languages and countries. The degree
to which you depend on digital marketing and a digital business
model is the degree to which you are likely to be global without
really intending to be. Digital marketing, while the primary strat-
egy for many digital-native or digital-savvy companies, is rarely
ever the only one when it comes to demand generation. Often,
international marketers end up leaning on more locally differen-
tiated strategies and tactics in order to better reach local markets.
Unless you have local marketers for each country or region you're
targeting, it can be incredibly complex to manage marketing across
several geos at once, until your company is larger in size and has
more resources to do so.

* Sales. Figuring out how to staff your team, in which time zones

and supporting which countries, can be very tricky. Figuring out
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what their quota should be relative to each market is even trickier
until you know for sure what people are willing to pay. And guar-
anteeing salespeople can meet that quota without having a guar-
anteed number of leads from marketing in each geo is perhaps the
hardest part. A big hurdle for sales teams in local markets in the
early stages of market intensification is the lack of local pricing and
packaging. Many companies go into these markets without a clear
strategy for pricing or even discounting their product. This can
make or break a sales team’s success in a local market. For this rea-
son, feedback from your salespeople back to product marketing is
vital in the early days of building a presence in a new market.

Operations and data. Having a bunch of international traffic on
your website before you truly have an international strategy can
be confusing. It can put companies in a situation where they either
tend to focus on their home country and ignore the rest, or at the
other end of the spectrum, get overly excited about too many coun-
tries hitting their website and marketing funnel at once. For
companies that are eager to grow globally, it can be easy to misin-
terpret local market signals. Sometimes, metrics may indicate
strong “market pull” from a given country that is hungry for what
you are selling but might not be a perfect fit for you today due to

your lack of a customized local offering.

Depending on your business and which types of outsourced services
you choose to use, additional areas of increased complexity that are likely
to affect your business early on as you intensify in new markets include:
accounting, taxes, billing and renewals, collections, human resources
(HR) and benefits, compensation, employment law, mobility, legal and
compliance, and more. You don’t need to know all the details up front—
your company and employees can learn as they go. But it’s important for
you to know that these are areas where you'll need to give people the

necessary time to learn about local nuances and adjust.
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Inform Your Strategy with Local Insights and Data

Under the old rules of international market entry, a company had to make
a strong financial commitment to a market to even start capturing any
data, usually putting employees on the ground to obtain local customer
insights, then iterating and learning from there. This process would often
take years.

Fortunately, digital companies today that go global sooner than their
nondigital counterparts of the past also have a distinct advantage: earlier
access to local data and local customer insights. Because they’re already
in more markets earlier in their history, digital companies can make use
of company-specific data and insights to determine exactly where to
intensify their growth efforts.

Under the new rules of international expansion, you can analyze
performance across several areas to make more strategic decisions about
where to intensify. Business leaders can look at key performance indica-
tors in various areas. Looking at data this way requires country-specific
reporting, which often requires a certain level of operational and ana-
lytical sophistication that many companies don’t have until later in their
evolution as a business.

Here’s the bottom line: If you're at a digital business going global
quickly, and you need to figure out where to intensify your efforts, make
sure to invest in data analysis and local insights by country as early as
you can. Only then can you truly paint a quantitative and qualitative pic-
ture of each local market and the opportunity it represents for your
business. Otherwise, you'll run a major risk of going into too many mar-
kets all at once, spreading your resources far too thin to make any real
impact in any one market.

In the chapters that follow, we’ll look at how you can mitigate those
risks, make clear decisions about which local markets deserve to be part
of your growth plans, and understand how to avoid common pitfalls on

your journey to becoming a global company.
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But before we do that, let’s look at one example of a company that
embraced going global from its earliest days, not only because its founder
wanted to, but because he looked at the data, which made it clear that
he would need to go global from the very beginning, in order to achieve

) , )
his company’s business goals.

LOTTIE CASE STUDY
Global from Day One

When Ian Harkin founded Lottie, a toy company based in Donegal,
Ireland, he began with international markets in mind from the very
beginning. Today, Harkin’s business is as global as it gets, with
nearly 100 percent of the company’s revenue hailing from outside of
Ireland. The business reports 60 percent of revenue from the United
States, 25 percent from the United Kingdom, and the rest across
markets like Canada, Germany, France, and others.

“In the toy industry, with very high up-front development costs,
it’s difficult to justify that expense to launch in just one country, so
we looked at international markets from the very start,” explains
Harkin, the company’s CEO. Launching in many markets at once
meant added complexity, but Harkin narrowed the scope to the
degree possible: “The path of least resistance for us was choosing
multiple markets that speak the same languages. While there will be
cultural differences by country, and you still need to work with
people in each location, the marketing assets we developed could
work across all markets that speak English.”

The company had to overcome various hurdles in order to launch
across many markets at once. They had to first find a brand name
that wasn’t already found in the brand trademark registry in each
country, in order to protect their intellectual property. They also

needed to comply with consumer testing legislation in each country,

(continued)
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(Continued)

which meant paying a premium to go through one of the top inter-
national compliance testing houses. “If you were to take a more grad-
ual approach and launch one country at a time, you'd need to pay for
testing separately for each country, which would make the cost of
testing more than double,” Harkin points out.

Because the product was conceptualized for global markets from
the start, Harkin and team minimized content on the product pack-
aging, opting for visual imagery instead. “The idea was that if we
later wanted to go into countries that spoke languages other than
English, we wanted to leverage our packaging while avoiding the
costs of translation and packaging redesign work,” he explains. The
only exceptions were the mandatory safety warnings, required in
eight languages, which they added to the packaging globally.

Using a global marketplace was also key to Lottie’s ability to
quickly build a brand presence and distribution path in many coun-
tries at once. “We integrated our store into Amazon, which allowed us
to scale operations while outsourcing logistics and customer service,”
says Harkin. Today, Amazon gives Lottie reach into the United States,
Canada, Mexico, Germany, France, Italy, Spain, Holland, Sweden,
and Poland. “Using Amazon as a platform enabled us to compete
globally from an early stage in the company, so we could focus our
efforts on product development and marketing.”

Another key factor in deciding whether to launch in many coun-
tries at once is knowing your total addressable market (TAM).
Harkin knew that the market for toys is notoriously crowded and
competitive, with very few segments that grow faster than others.
“Focusing on just one country, not even one the size of the United
States, would not enable us to achieve our financial goals in the
timeframe we wanted,” he explains. “For us, going global early helped
our product and brand reach more potential customers, much faster

than if we would have expanded one country at a time.”!
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