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Defining a Global Product, Different ways to Globalize
your product.
Abstract:
The author conceptualizes and examines the different ways in which a product
can be globalised. The paper is about global PRODUCTS and not about global
brands. The first step in the process involves defining what a global product is?
It requires theorizing a model that is applicable in every product category. A
study of globalization and Internationalization literature forms the foundation of
the model. Various ways of managing the Product

component are discussed and
grouped under two types of managerial orientations.
“In about five years there will be two types of CEOs: those who think
globally and those who are unemployed.
Peter F. Drucker (1909- ) Management Consultant and Author
This quote exemplifies the importance of thinking about global markets in a fast
changing global economy.
Why think for the Global Markets:
Nowadays, a belief that a new era has begun seems to be dominating
international societies. Globalization has taken over and it is hitting us at every
possible point. Markets are expending, distances are getting shorter and
exchanges are bringing people closer and closer.
The development of worldwide access to the Internet has largely contributed to
accelerate the globalization process. Then, domestic markets are getting
saturated and there is a growing need for looking for new markets. Awareness
and knowledge about consumer behavior across global markets is also rising.
And this has made the Product managers focus on global markets.
Economies of scale, saturation in domestic markets, drastic reduction in transport
and communication time, learnings from different types of consumers et are
some of the main reasons for thinking for global markets.
Due to the overwhelming globalization process in the world economy, a new
product category has appeared. The global product!
For over thirty years there has been ongoing development of the Globalization
theory. There is no consensus on the meaning and ways to go about it.
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Levitt1

(1983), argued for use of standardized marketing strategies for global
markets. This paper fuelled the ongoing debate on product globalization process.
Most of the arguments in the debate were based either on standardizing so as to
maximize economies of scale by maximizing by selling the same product, using
the same advertising, prices and promotions, in all markets Or on customizing
the Product so as to get a better Positioning in each market.
Standardization:
Yip2 (1989) spoke about improving the product quality by standardizing the
product. Michael Porter3 (1980, 1985) talk about economies of scale in
production, logistics, distribution and R&D. Quelch and Hoff4 (1986) focus on
standardization based upon economies of scale in Promotion and Advertising.
Kale and Sudarshan5 (1987) invoke the segmentation argument for it.
Adaptation:
Shoham and ALbaum6 (1994) argue for adaptation basing it on their ‘theory of
friction between headquarters and local representatives’. Samiee and Roth7
(1992) suggest opportunity of Price Discrimination based on a better Positioning
in each market. Walters8 (1986) suggests that both content and process
standardization are doomed because of the differences in global markets.
Rabstejnek9 (1989) recognizes the importance of differentiation because of a
possibility of Cost leadership in various markets. Bartels10 (1968) based
differentiation on cultural and environmental differences between countries.
Root16 (1987) suggests a make versus buy approach. This

implies buying stakes
in companies that offer some what similar products and hence taking your
product to various markets.
Mixed Approach
Koepfler11 (1989) argues for Product adaptation and standardization of the other
marketing mix elements. Quelch and Hoff (1986) suggest that executionsensitive
elements as sales and sales promotion are not standardizble.
Westbrook and Williamson12 (1993) suggest mass customization as a generic
strategy for globalization. The same approach is given the name of strategic
flexibility by Fiegenbaum and karnani13 (1992), Stewart14 (1992), Woo and
cooper15 (1982).
These theories talk about strategies at a macro level and not at the operational
level. That is how the product component of the Marketing mix can be managed
so as to optimize the chances of Globalization.
In fact there is even a course named Global Product Realization (GPR) that has
been organized with the coordination of University of Michigan at Ann Arbor
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(United States of America), the Delft University of Technology (The Netherlands),
and the Seoul National University (South Korea).
But very little emphasis has been given to defining the global product and the
ways to globalize a product by managing the product. We are trying to define it
and classify various tactics under two strategies. We are not going to talk about
the effect of a brand on globalizing a product. The basis of our conclusion is a
detail study of various products and the encompassing literature on Marketing,
Product development, 

strategy etc.
Infact a popular model suggested for global rollover is the hierarchical or waterfall
model (Ohmae17 1985, 1987, 1989). According to this innovations trickle down in
a slow moving cascade from the most to least “technologically” developed
market. That is after the successful diffusion of the product in the domestic
market, the product is introduced into more advanced nations first and then it
goes into the less advanced nations. So this theory looks at the technological
development of the nation while launching the product. According to the sprinkler
strategy new product is introduced simultaneously in all markets.
We differ from the aforementioned theories in two ways:
1. We have firstly defined the minimum requirements to classify any product
as Global. These three requirements check
a. Diffusion in Different Markets (Either by Standardization or by
adaptation)
b. The availability (Is it Scalable?)
c. Rationality (Is id financially Viable?)
2. We have stated different ways of ‘managing’ the PRODUCT so as to help
in its diffusion in various markets. The guiding principle for this analysis is
that the main reason for thinking global is to satisfy the needs of your
‘customer’ first. And that too in the most cost efficient way.
While all previous
theories are based either upon tracking the competitors, replicating the
home based business systems, looking at the time to take off in various
markets and classifying ‘few’ tactics that include Branding, Product
development etc into ‘Standardization’

and ‘Adaptation’. Our paper looks
at how best you can satisfy Similar and/or diverse Customer needs while
being efficient. Also we deal exclusively with the ‘PRODUCT MIX’ and its
role in globalizing the product.
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DEFINING A GLOBAL PRODUCT:
Global product: It is a processed and/or manufactured (not something natural
as Egg, Mango) good or service that:
1. Can be sold across borders either by standardization or by adaptation. (Both
ways are possible but it discounts the brand effect. That means it should be
capable of being sold in the markets without the brand effect). Adaptation
can be by the manufacturer and or the customer may use the product in
different manner.
2. It is Scalable. It should not be constrained by issues of Mass manufacturing,
Technology and distribution chain. For example if it can neither be mass
manufactured and nor be produced at any other location, then it cannot be
globalised.
3. Is financially viable and feasible to sell across borders. That is either the
market for the product does not exist or it is not possible to take the product
to other markets without incurring punitive costs.
The above definition lays down the conditions for globalizing a product.
The First test discounts the importance of Branding in globalizing a product. A
strong Brand can successfully carry any product to the market for example a
global brand like GE or a lifestyle brand like wills. It separates the contribution of
Brand in globalizing a product.
The Second test explains the

scalability part. It mentions the minimum level of
strength that is required at the manufacturing level to satisfy global demands.
The Third test examines the crucial financial aspect of taking a product global. It
should be rational and the decision must result in value creation and not value
deterioration for the company.
These three tests are sufficient to give a product the status of being a ‘Global
Product’.
Thus taking various global products into account we present the following
hypotheses that lay down three tests for a Global Product:
H1: The Product should be capable of being sold across markets without a
strong brand.
H2: The Product should be scalable upwards so as to satisfy the demands
of global markets.
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H3: Globalizing the product should be financially profitable to the company
at least in the long run.
WAYS TO GLOBALIZE A PRODUCT:
This part deals with the strategy aspect of globalization. It summarizes all
possible ways into two core strategies, globalization by intent and globalization
by internationalization. These are the two leading school of thoughts and
encompass all tactics involved in taking a product global.
1. Globalization by intent:
According to it, when you develop a product then by intent itself you are
looking at the global markets. Your plan does not hinge upon satisfying the
domestic needs only. For example when Sony developed Walkman, it was by
intent for the global audience. They saw a person dancing in the airport with
an ear plug connected with the typical

‘Box’ stereo and they conceptualized a
product which would allow people to enjoy music while moving. Also there
might be a case when a product is developed not keeping any particular
stated need in mind and after development it is marketed.
Foreign Markets
Country of Origin
Globalization by intent
2. Globalization by internationalization:
This is another way of taking your product to the global markets. Here in a
product is developed while keeping the domestic needs in mind. Then once
the product gets diffused in the market, it is taken to other countries. It takes
one (or few similar) countries at a time and adapts the product according to
their needs (if required). Again it gets diffused in the market and the process
continues. This happens in case of products as Automobiles, Food etc. Thus,
when a product gets diffused in various markets, it is then that the firm tries to
either discover a common denominator amongst all these products or tries to
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invent that common denominator. The reasons may be huge adaptation
costs, difficulty in handling a large product line etc.
Country of Origin
Globalization by internationalization
Keeping the above mentioned strategies we construct another hypothesis that
states,
H4: Globalization is achieved either by intent or by internationalization
Assumptions: Certain assumptions were taken while formulating the above
hypothesis.
1. Technology evolves and is never static.
2. Underdeveloped and Developing nations develop and economic progress
takes place

globally.
3. Branding as a way to globalize the product was discounted and not
considered.
STUDY FINDINGS:
To examine the validity of H1, H2 and H3 we studied the whole gamut of
products and applied the concept. The study revealed plausible conformity to the
model. Following examples confirm the findings
A product like ethnic dresses has a market only domestically. For example, the
Japanese ‘Kimono’ has a huge market in Japan but outside that there is no
viable market for it. It might be sold elsewhere because of some snob effect.
Then, the example of an animal product whose ‘source’ resides in one region
only and has very limited population (second test).
The third test says that there is no use to take a domestic product to other
countries if either of production or distribution costs are Prohibitive.
There were certain discoveries regarding some constraints that hamper product
globalization. For example
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1. Manufacturing Constraint: Something that has very limited raw material
available and that too at one place. Among them are regional products (e.g.
rural textiles and other traditional products) as well as products that are
difficult to transport (e.g. regional bread, local agriculture products) and are
unique to a part of the world come under this category. Also Some animal
product whose source (the animal) resides only in one place.
2. Outdated technology: Products that depend on technology that has been
substituted by an entirely different one across the world. Example is
typewriters.

(They will be the best example in few years).
Examples of Global Products:
1. Product sold in standardized form: Helmet, Xerox machines,
beverages, Construction equipments.
2. Products sold after adaptation:
1. Automobiles, Furniture, Software, Chocolate, Soap, Jewels,
Consulting. These are adapted by the producers.
2. Sports training goods with different configurations, packaged grains
etc. These are modified by the consumers.
To examine the validity of H4, we relied heavily on literature and history of
various products.
There are numerous ways in which you can take your product global. But they
can always be grouped into:
Globalization by intent:
1. Robust Design. You make a design that suits all markets in its generic
form itself. For example a goggle.
2. Naked Solution: Then you do it by offering a naked solution that suits the
basic needs of all customers and the customer asks for the utilities a la
carte. For example in case of a PC.
3. Modularization: Another way of globalizing your product. Here you break
down the product into various modules and mix them as per the
requirements of the consumer. For example the case of paints, there are
10
some basic colors and they are mixed in different ratios to come up with
the one that the consumer has asked for.
4. One product and one message worldwide. For example since1920, Coke
is using this for its carbonated drinks.
5. Late customization: Here you shift the differentiating part of the
manufacturing process further down the process.

For example in apparel ,
a company can make all designs of say a single shade product in white
color and then at a very late stage of the process dye them according to
the consumer demand for shades. Benetton uses this technique.
6. Mass Manufacturing: This is another way of globalizing the product which
becomes a commodity very-very early in its PLC. For example matchstick,
stationary etc.
7. Mass customization is another emerging strategy. The result is a tailor
made product variation for each customer. It is based on flexible
production systems. For example, Insurance.
8. Importing the customer to your country. This is true in case of certain
services. Here the provider of service stays at his place of origin and the
consumer comes to him. For example Tourism industry, Health Care etc.
follow this method.
9. Using the Internet to deliver the services This might be true for services
like consulting etc where in the consumer and the provider need not meet.
Here, neither the producer need go to other countries nor does the
consumer needs to come physically to his place.
10. Lead Country models: Here first certain dominant markets are chosen
world wide on the basis of Size and Influence on near by markets. Then
lead models for those markets are designed focusing on the
distinct/dominant needs of each market. This way the product is globalised
by making very few variants. It is expected that the dominant market will
influence the nearby markets and the product will diffuse because of this
effect.
Globalization

by internationalization:
1. Adapting name: Changing the name of the product so as to overcome any
nomenclature related confusions. Example, Mars exercised a strategy for
one of its Chocolate bar “Twix” & changed its name to “Raider” in Germanspeaking
countries.
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2. Clustering: Another way is you cluster the markets and make a similar
product for a number of those culturally close markets which form a
cluster. As P & G did with its Ariel brand by first making it as a European
brand and then taking to other clusters.
3. Product extension with promotion adaptation. Product remains the same
while the promotion message is adopted to target new customer segments
or particular tastes in different nations. When a product fills a different
need under similar use conditions as in domestic markets then only the
communication needs to be adapted. Examples are bicycles and
motorcycles. A bicycle might be used for basic transport in a developing or
underdeveloped economy and for training and exercise n a developed
economy. So the promotion part is required to be adapted.
It has relatively lower cost of implementation. The only cost is identifying
different product function and reformulation the marketing communications
around the newly identified function. As Yoplait yogurt adepts to capture
the mood of various nations in its advertisements.
4. Product adaptation with promotion extension: It is possible only when a
promotional appeal has achieved international appeal, but the product
needs

to be adapted because of the localized needs. Many capital goods
suppliers use the idea of giving technical solutions rather then selling
industrial plants. Exxon used the tiger in the tank campaign around the
world while selling its gasoline formulations and IBM used solutions for a
small planet. Detergents are another example of it. You talk about
solutions everywhere and actually adapt your product.
5. Product Invention: By firms usually from advanced nations that are
supplying products to less advanced nations. Products are specifically
developed to meet local needs. The firm deliberately strips down its state
of art product. As electric equipments like hand-powered washing
machines.
6. Dual Adaptation: Total differentiation strategy. It is usually taken by firms,
which are not in a leadership position and hence have to react or follow
the market. It is used when there is difference in the environmental
conditions of use and function that a product serves. As greeting cards
and clothing
7. Internationalization: Developing the product for the domestic market and
then taking to other markets one by one. Here the product is developed to
satisfy the domestic needs and after the fulfillment of this objective it is
taken to other nations, adapted to their needs and so on.
Thus we see that all these tactics fall under two categories, one when the firm is
concentrated on the domestic needs and one when it is thinks beyond that. While
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the former procedure takes a nation by nation approach to globalization

and that
too only after satisfying the domestic needs, latter takes the global view during
the entire process.
CONCLUSION:
The paper establishes a model for the global product.
Firstly it defines the global product, basing the definition on both Product specific
and environment specific elements.
Then, it establishes that all ways to globalize a product can be conveniently
grouped under two heads. One globalization by intent wherein a set of global
customers is seen and the product is developed accordingly. Second, the set of
domestic customers is kept in mind while developing the product and it is only
later that it is taken to other markets, one market at a time.
MANAGERIAL IMPLICATIONS:
This study presents a model for classifying the products as global and non
global. It offers an opportunity to managers to guide development and
implementation of product development strategy while keeping domestic and/or
global needs in context. It will greatly affect the benefits that would come under
the core product of the firm.
The implications will affect Research and Development Decisions, Mass
manufacturing, beak even levels, Economies of scale issues, Promotion
decisions etc.
With a clearer understanding of various ways of product globalization and
essential product features for globalization, more targeted strategies could be
formulated.
The Research done in this study suggest that product globalization can be
planned and executed successfully if the manager can clearly identify the
features

of his product and then map them with diverse/similar
DISCUSSION FOR FURTHER RESEARCH:
Further research should focus on finding various factors that affect the process of
globalization of a product.
This might include factors specific to an industry, or environmental factors that
affect the entire market. Also the effect of branding should be taken into account.
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This could be carried forward by finding the relative importance of each one of
those factors.
Then another approach could be to study various product groups and then
determining which products are more sensitive to factors influencing globalization
and determination of tactics for them.
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