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MANAGEMENT SUMMARY

Localization is often treated as a translation project, then judged by whether the translated page shipped. Inter-
nationalization research points to a harder unit: the individual foreign country, where knowledge and commit-
ment develop over time. Later work puts relationship position and outsidership closer to the uncertainty.
0'Grady and Lane show why assumed similarity can hide the differences a team needed to learn. The practical
result is a decision tree. Test language, offer, proof, price and terms, route and relationships, and entry commit-
ment as separate objects. A country label is not evidence that any one of them should change.
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Localization is often treated as a translation project with a launch date. The translated page ships, the flag ap-

pears in the selector, and the work is described as complete.
That is a production event. It is not yet a market-entry decision.

The question is harder: what changed in the market object, what evidence required the change, and what would
count as a result? Language may be the answer. It may also be the least important answer if the offer, proof, pay-

ment terms, route, or relationship position is what blocks entry.

Why must international market entry begin by defining the eco-
nomic unit?

The Uppsala model keeps attention on the individual foreign country rather than treating “international” as one
market. Johanson and Vahlne describe foreign-market knowledge as something acquired gradually, with com-
mitment rising alongside it. That is a useful constraint for localization work. A team should not use a regional label
as though it were a completed observation about buyers, regulation, channels, or service expectations.

The unit does not have to be a country in every commercial decision. It can be a regulated product market, a lan-
guage market, a route-to-market, or a customer group. But it needs a boundary. If the unit is not named, the evid-
ence cannot tell us whether a change belongs to language, offer, route, or a different commercial object.

Why is copy translation only a secondary branch of market localiz-
ation?

Language work can remove a real barrier. A translated term may improve comprehension, search coverage, or
legal clarity. It can also leave the central problem untouched. The offer may not fit the local workflow. The proof
may not be credible to the buying group. The payment terms may be unusable. A partner may own access to the

market.

The safe test is therefore small and specific: which language object changed, for whom, in which market unit, and
what behaviour or decision should move if that change solved the problem? A glossary completion report can an-

swer the first question. It cannot answer the last one.

How do local compliance and technical architectures constrain the
core offer?

An offer can require localization even when the copy is already understandable. Technical requirements, legal
rules, delivery conventions, data boundaries, or category expectations can change what the buyer is actually be-
ing asked to adopt.

0’Grady and Lane’s Canadian-retailer study is useful here because it warns against assumed similarity. The paper
reports 32 Canadian retailers operating in the United States, with 7 described as functioning successfully. It also
reports a comparison of 271 CEOs in which the Canada-US cultural difference was greater than the managers had
assumed. Those observations do not provide a localization formula. They show why a nearby market can still con-
tain differences that a transfer plan did not measure.
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The test for this branch is: did a technical, legal, or workflow requirement change the offer, and is that require-
ment documented at the market-unit level? If not, “the market needs a local offer” is a hypothesis, not an obser-

vation.

Why does domestic commercial proof fail to transfer across bor-
ders?

Proof is not decoration. A reference, certification, partner, case, or process description can be part of how a buyer
decides that the supplier belongs in the market. The relevant evidence may be relational rather than linguistic.

Johanson and Vahlne’s later model places outsidership, more than psychic distance, at the root of uncertainty. A
market is a web of relationships, not a row of independent counterparties. That makes the localization decision
broader than “which words should we translate?” It asks whether the team can enter the network in which know-
ledge, trust, and access are produced.

Zaheer’s foreign-exchange study adds a different boundary. It compares paired trading rooms across Western and
Japanese banks in New York and Tokyo and supports the idea that foreignness and administrative heritage can
shape how a foreign unit operates. The study is not evidence that one country needs a particular website, partner,
or sales motion. It is a reason to inspect the position from which the firm is entering.

How do pricing structures and contractual terms adapt to local dis-
tributor dynamics?

Price and terms are separate from translation. Currency, tax, credit, payment security, distributor margin, and
service burden can change the realized offer even if the list price is identical. The previous international-pricing
review treats those as a bridge of evidence objects rather than a single local-price decision.

Route is separate again. Direct sales, a distributor, a marketplace, or a local partner changes who owns access, in-
formation, service, and the customer relationship. A localization plan that ignores route may produce excellent
copy for a route that cannot deliver the offer.

The test for both branches is: what term or route changed, what evidence made the change necessary, and which
outcome is being monitored? If the answer is “conversion,” name the denominator, time window, and comparis-
on. If the answer is regulatory access or a contractual requirement, name that object instead of pretending it is a

demand result.

How should expansion leadership navigate the market localization
decision tree?

1 Localization is a market-entry decision




Table 1 Localization decision tree

Branch What changes Evidence re- Safe conclusion Stillunproven
quired
Language Terms, interface, Comprehension, The language ob-  Translation caused
support, or legal search, legal, or ject may need adoption or reven-
language service object at adaptation ue
the defined mar-
ket unit
Offer Feature, work- Technical, regu- The offerneedsa  The new offer will
flow, delivery, or latory, or work- market-specific be profitable
legal configura- flow requirement  decision
tion
Proof Reference, certi- Buyer require- Proof can be part  Alocal logo proves

Price and terms

Route and relationships

Commitment

fication, partner,
or trust signal

Currency, tax,
discount, credit,
payment, margin

Direct, partner,
distributor, mar-
ketplace, or ac-
count ownership

Pilot, country in-

vestment, service
capacity, or local

team

ment, relation-
ship access, or
documented

credibility gap

Realized eco-
nomics and mar-
ket rule, with a
defined outcome

Access, trust, ser-
vice, information,
and relationship
position

Learning gained,
obligations, re-
versibility, and
outcome window

of market entry

The economic of-
fer differs

The route
changes the
entry problem

Commitment
should follow vis-
ible learning

demand

A local price proves
willingness to pay

One route is uni-
versally superior

Psychic distance
predicts the right
commitment

Author's framework grounded in Johanson and Vahlne (1977, 2009), O'Grady and Lane (1996), and Zaheer (1995). The sources provide scope boundaries,

not a universal localization effect.

What minimum operational record is required before scaling inter-

national investments?

Before scaling localization, record the market unit, the object that changes, the evidence that required the

change, the comparison or constraint, the responsible route, and the outcome window. If the change is reversible,

state the learning it is meant to produce. If it is required by law or a contract, state that instead of manufacturing a

demand claim.

The point is not to make entry slow. It is to make the decision legible. Localization becomes useful when it tells

the team what has changed and what remains unknown. A translated page is one possible input. It is never the

whole market-entry argument.

The decision tree complements the proven playbook in a new market and pricing as positioning, both of which

keep the market object visible before a rollout is treated as evidence.
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https://isoglu.com/insights/journal/pricing-is-positioning/

Evidence base. The localization decision also draws on this additional source: Johanson and Vahlne 2009. The link
identifies the exact work; it supports the mechanism and boundary conditions discussed here, not every claim in
isolation.
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