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ONE

Introduction
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When it comes to a content 
management system (CMS) it’s 
tempting to jump into execution, to 
get that website or sites set up quickly. 
That’s how a CMS is sold, right? 
There’s a promise that the gnarly 
inter-departmental problems will 
melt away, that content will create 
itself, that with a flip of a switch your 
enterprise will be a global market 
leader. 

The truth is that the magic of a CMS 
doesn’t happen without a lot of 
thinking and planning beforehand. 
Like a symphony orchestra, there are 
a lot of parts to coordinate and all 
must work in harmony to produce the 
desired results.

CMS projects often hit speed bumps 
because they sit between different 
parts of an organization. Marketing 
may control the content but IT often 
controls the platform; customer 
support integrates different systems 
with the CMS; operations controls 
ecommerce and fulfillment; PR and 
corporate communications manage 
the newsroom; HR is in charge of 
the careers section, and so on. Sound 
familiar?

A solid CMS implementation requires 
that these internal groups work 
together. A deep bench of connected 
expertise is necessary to make sure 
that all the systems and components 
harmonize together in service of your 
business strategy. 

When it comes to a global 
implementation, your CMS is a 
powerful amplifier. Decisions made 
about the main website impact the 
effectiveness of regional or country 
sites. If you have a lackluster strategy 
and roll it out to one country,  
those same small problems will  
get compounded and magnified to 
become major roadblocks when applied 
globally.    

Translation and localization are 
investments in your content, so it pays 
to be focused and strategic. We put this 
guide together to share some of the 
things we’ve learned through helping 
clients with CMS implementations, 
migrations, global rollouts, website 
redesigns, and content strategy. 

The success of your global CMS 
requires careful planning
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TWO

Why thinking globally matters
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To understand the long-range 
ramifications of the choices 
Marketing and IT make today, 
let’s set the stage with a brief 
overview of the nature of business 
in today’s digital world.  

For most businesses, it is 
assumed that having and 
maintaining a global presence 
has gone from a “nice to have” 
to a business imperative. The 
movement of goods, services, 
finance, and people has reached 
previously unimagined levels. A 

company, no matter its size, must 
be connected to customers, to 
suppliers, to partners, and  
to employees. Even the smallest 
artisanal craftsman might 
be getting source materials 
from a distant country. Digital 
technologies make this possible. 
McKinsey & Company calls these 
global flows1, and they are playing 
an ever-larger role in determining 
the fate of nations, companies, 
and individuals; to  
be unconnected is to fall behind.

Technology is the great equalizer

1McKinsey & Company, Global Flows in a Digital Age   

http://www.mckinsey.com/insights/globalization/global_flows_in_a_digital_age
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Non-English speakers are adopting the internet more quickly than 
ever before. Developing countries are going online at a faster rate than 
developed countries, emphasizing the need for a sound global strategy and 
a comprehensive approach to languages.

Today it’s rare to encounter a large ecommerce organization with purely 
domestic aspirations. The top 10 online retailers in the U.S. all have global 
footprints. According to a recent Forrester report2, some 75 percent  
of online retailers identified international markets as either “somewhat 
important” or “very important” to their overall business strategies.

A quick look at your website’s analytics will show you which countries 
your website visitors are in when they view your website. This snapshot in 
time helps you see your current global presence.

2Forrester Research “Take Your eCommerce Business Global Executive Overview: The eCommerce Globalization Playbook,” published 

in March 2014, by Zia Daniell Wigder with Carrie Johnson and Rebecca Katz.  Image source: International Telecommunications Union 

(ITU), ICT Facts and Figures 2014

3.0
billion global  
internet users

40%
of the world’s population

66%
reside in developing countries

Your customers are global
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Mobile devices are the primary means by which your customers will be 
accessing your website and engaging with you. Global parity of content 
across devices is the leading trend that is pushing companies toward a 
renewed focus on marketing technology infrastructure.

Organizations need to think mobile first to deliver a consistent and 
valuable overall experience to customers. For many enterprises this shift 
in thinking means that retooling the existing marketing technology 
platform is essential. Global organizations shouldn’t limit their thinking to 
mobile first; they should be thinking mobile + global first. 

26%
y/y growth of mobile  
developing countries

7B 
mobile cellular subscriptions  

by end of 2014

11.5%
y/y growth developed countries

96%
mobile phone penetration. Nearly one 

phone for every inhabitant

VS.

Your customers are mobile
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2000
719 million

2005
2.2 billion

2014*
6.9 billion

Developing

Developed

78%

22%

55% 45%35%
65%

Recent research supports this 
point of view. Growth of mobile/
cellular subscriptions in developing 
countries, particularly Africa  
and the Asia-Pacific regions,  
is predicted to grow faster than 
anywhere else. The ITC predicts 
that by the end of 2014, the number 
of mobile-cellular subscriptions in 
the developing world will account 
for 78 percent (or more than three-
quarters) of the world’s total. 

Source: International Telecommunications Union (ITU), ICT Facts 
and Figures 2014

SHARE OF MOBILE-CELLULAR SUBSCRIPTIONS
BY LEVEL OF DEVELOPMENT (2000, 2005, 2014*)
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The number of global smartphone 
subscribers is expected to reach 
3.4 billion by 2019, crossing the 
50 percent mark for smartphone 
penetration by population in 2017 
and reaching 59 percent by 2019,  
up from 28 percent in 2013.3

Does your language and localization 
strategy account for the dominant 
languages of these regions? Are 
your web properties optimized for 
mobile devices?  

3Forrester Research “World Mobile and Smartphone Adoption 

Forecast, 2014 To 2019 (Global),” published August 8, 2014,  

by Satish Meena. 

Image Source: International Telecommunications Union (ITU), ICT 

Facts and Figures 2014

2008
422 million

Developing

Developed
2011

1.2 billion
2014*

2.3 billion

40%
60%

55% 45%20%

80%

2.3 BILLION MOBILE-BROADBAND SUBSCRIPTIONS
55% IN DEVELOPING COUNTRIES
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If you are looking for new 
customers, look to where the 
internet is growing. Right now, 
the most promising audiences to 
target are non-English speakers 
and multilingual speakers. Internet 
adoption by people who speak other 
languages is outpacing English 
speakers’ internet adoption, and 
increases across the globe are 
astounding. Between 2000 and 2011, 
internet pages with these languages 
increased: 

ARABIC (+2,501.2 %),  
RUSSIAN (+1,825.8 %), 
CHINESE (+1,478.7 %),  
PORTUGUESE (990.1 %)

In fact, Chinese will soon overtake 
English as the dominant language 
on the internet. And, in a study by 
Milward Brown AdReaction4  that 
explored distribution of screen 
minutes across devices worldwide, 
Southeast Asia, namely Indonesia, 
Philippines, and Vietnam, were in 
the top five countries (ahead of 
the U.S.) that spend the most time 
using mobile and tablet devices.  

Have you mapped out language 
support—and a mobile strategy—for  
languages spoken in these countries?  

  4@KPCB study, citing Milward Brown AdReaction, 2014.  http://

www.kpcb.com/internet-trends

Global audiences = your growth 
opportunity
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Indoneisa
Phillipines

China
Brazil

Vietnam
USA

Nigeria
Colombia
Thailand

Saudi Arabia
South Africa

Czech
Russia

Argentina
UK

Kenya
Australia

Spain
Turkey
Mexico

India
Poland

South Korea
Germany

Canada
Slovakia
Hungary

Japan
France

Italy

SCREEN
MINUTES

TV

Laptop + PC
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SMARTPHONES: MOST VIEWED/USED MEDIUM IN MANY COUNTRIES, 2014
DAILY DISTRIBUTION OF SCREEN MINUTES ACROSS COUNTIRES (MINS)

Source: Milward Brown AdReaction, 2014.
Note: Survey asked respondents “Roughly how long did you 
spend yesterday... watching television (not online) / using 
the internet on a laptop or PC / on a smartphone or tablet?” 
Survey respondents were age 16-44 across 30 countires who 
owned or had access to a TV and a smartphone and/or tablet. 
The population of the 30 countries surveyed in the study 
collectively represent ~70% of the world population. 
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The dominant languages of the 
internet change over time and to 
stay relevant your business needs 
to pay attention to the ebb and 
flow of language use. For example, 
the image shows the top ten 
languages for 2010. In 20145, the 
top languages for mature markets 
(not counting English) are:

1. FRENCH
2. GERMAN
3. JAPANESE
4. SPANISH
5. CHINESE (SIMPLIFIED)
6. ITALIAN
7. RUSSIAN
8. KOREAN
9. PORTUGUESE (BRAZIL)
10. DUTCH

And if you’re a business focused 
on emerging markets in 2014, your 
language choices might be these 
ten (not including English):

1. CHINESE (SIMPLIFIED)
2. INDONESIAN
3. THAI
4. VIETNAMESE
5. RUSSIAN
6. TURKISH
7. HUNGARIAN
8. POLISH
9. PORTUGUESE (BRAZIL)
10. ARABIC
5 Byte Level Research, Web Globalization Report Card 2014 

The changing voices of the  
internet

536.6English

Chinese

Spanish

Japanese

Portugese

German

Arabic

French

Russian

Korean

All other languages
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444.9

153.3

99.1

82.5

75.2

65.4

59.8

59.7

39.4

350.6

2010 TOP TEN LANGUAGES ON THE INTERNET
(IN MILLIONS OF USERS)

Source: Internet World Stats   www.internetworldstats.com/stats7.htm
Estimated internet users are 1,966,514,816 on June 30th, 2010
Copyright © 2000-2010, Miniwatts Marketing Group
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Closer to home in the United States, Hispanics and Asians are the fastest 
growing populations, and these groups represent growth opportunities if 
your marketing materials and content are available in the native languages 
spoken by the groups.  

Census Bureau data estimate that the U.S. Hispanic population topped 
54 million as of July 1, 2013, an increase of 2.1 percent over 2012. Today, 
Hispanics make up 17.1 percent of the U.S. population, and by 2060 that 

Asians AsiansHispanics Hispanics

Natural Increase
(births minus deaths)

International 
Migration

U.S. domestic market is 
increasingly diverse

HISPANIC POPULATION GROWTH FUELED MAINLY BY U.S. BIRTHS; 
ASIANS BY MIGRATION
PERCENT OF POPULATION CHANGE FROM 2012 TO 2013 
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number is expected to reach 31 percent6. During the same timeframe, the 
U.S. Asian population grew to 19.4 million, with a growth rate of 2.9 percent. 

During the same time period, the U.S. Asian population grew to 19.4 million, 
with a growth rate of 2.9 percent.

Of particular interest from a language and digital perspective is that the 
Asian populations in the U.S. are growing from international migration 
rather that an increase in birth rate7, which suggests a larger domestic 
population of non-native English speakers. Nearly three-quarters (74 
percent) of Asian-American adults were born abroad; of these, about half 
say they speak English very well and half say they don’t8. In addition, recent 
Census Bureau data reveals that one-third of all Hispanics (33 percent) say 
they do not speak English very well9. 

The increasing diversity within the U.S. is important for you, especially 
if your domestic brand is business-to-consumer (B2C), given that it 
represents increased market opportunity close to home.

6U.S. Census, U.S. Census Bureau Projections Show a Slower Growing, Older, More Diverse Nation a Half Century from Now 

https://www.census.gov/newsroom/releases/archives/population/cb12-243.html

7Pew Research, U.S. Hispanic and Asian Populations Growing but for Different Reasons 

http://www.pewresearch.org/fact-tank/2014/06/26/u-s-hispanic-and-asian-populations-growing-but-for-different-reasons/

8Pew Research, The Rise of Asian Americans 

http://www.pewsocialtrends.org/2012/06/19/the-rise-of-asian-americans/ 

9Pew Research, Hispanic Nativity Shift 

http://www.pewhispanic.org/2014/04/29/hispanic-nativity-shift/
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THREE

Global web trends



CONNECTIVE DX  :  16

Planning for global access to your content is a business imperative, and 
device-agnostic content is table stakes. It is no secret that translation and 
localization are a significant financial commitment, and how you prepare 
your content within a CMS and how you apply design to your websites 
contributes to the costs. This section covers some design and technology 
trends that play a role in your global strategy, including:

• A SHIFT FROM MANAGING CONTENT TO EXPERIENCES

• REDUCING CYCLE TIMES

• ENABLING SELF TRANSLATION

• SOCIAL MEDIA 

• ONE INTERFACE FOR ALL DEVICES

• PRIVACY

Design and technology trends
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Plan to implement new  
CMS within 12 months

Plan to implement new  
CMS beyond 12 months

CMS platform currently in use

Plan to replace in 12 months

No plans to use

Marketing technology platforms 
are maturing from being purely 
content management systems into 
becoming robust, full-fledged 
customer engagement platforms. 

WHY DOES THIS MATTER?

You may not be able to completely 
revamp or extend your global 
content strategy on the platform 
you have today. If your global 
content strategy is fundamentally 
broken then you’re most likely 
going to need to start over and 
either re-platform on the CMS you 
use today or move to a new one.
According to research by 

Lionbridge, one of the top five 
trends in global web operations is 
the need to update or replace an 
enterprise content management 
system10. As organizations shift to 
managing experiences rather than 
just managing content, they find 
that a more robust suite of tools is 
needed. There are hundreds if not 
thousands of tools available. How 
will you know which one(s) provide 
the best mix of flexibility, ease of 
use, and scalability? 

10 Lionbridge, Top 5 Trends in Global Web Operations

A shift from managing content  
to experiences

GLOBAL CMS UPDATES ON THE HORIZON
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Our point of view is that content 
is at the center of a marketing 
organization, and that means 
the content management system 
acts as the hub that connects 
the marketing data for the 
organization. We approach the 
digital marketing infrastructure 
from the CMS out, always 
evaluating how the other tools 
will integrate with the CMS.  

We focus on how the technologies 
can be tuned to work together 
to push content out, collect 
appropriate metrics, and share 
meaningful data and analysis 
within an organization, all in 
support of providing the best 
experience to each customer.

CONTENT 
MANAGEMENT

MEASUREMENT, 
MONITORING & 
OPTIMIZATION

OTHER 
BUSINESS 
SYSTEMS

COMMERCE

CRM

MARKETING 
AUTOMATION, 

EMAIL, ETC.

SITES

MOBILE

COMMERCE

COMMUNITY

SOCIAL MEDIA

SEARCH

EMAIL

APPS

TARGE
TI

N
G 

& 
TE

ST

ING

YOUR CMS IS THE HUB
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We also believe that you are not a 
digital marketer; you are marketing 
in a digital world. The increasing 
proliferation and sophistication of 
web and marketing technologies 
is turning all companies into 
software companies. This is a 
profound mind shift for some. 
The software layer that surrounds 
your business, especially your 
website and its marketing and 
data collection platforms, is most 
often the first experience your 
prospective customers have with 
your brand. Is that experience 
everything they expect? 

As organizations rush to acquire 

new digital marketing capabilities, 
it is easy to become enthralled with 
the latest technology and to lose 
sight of the critical question, “How 
will this technology enhance and 
support my long-range business 
strategy?” We encourage our clients 
to focus on how the technologies 
support the business goals, 
customer needs, and marketing 
needs. If the infrastructure is a 
tangled mess on the backend, it 
will surely be a tangled mess on the 
front end.

Your company is a software company

Image courtesy Gartner
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One of the promises of content 
management systems is rapid content 
updates and faster time to market for 
critical updates. This is the promise 
of a CMS, but it is much easier said 
than done. All too often the workflow 
and governance of a website is almost 
an afterthought, tossed together 
at the end of a lengthy design and 
development cycle. 

It is our opinion that without the 
same attention to detail spent 
designing the authoring and 
workflow experience, the end result is 
frequently an expensive system that 
only one or two people know how to 
use. That crushes speed-to-market 
goals.

Lionbridge’s research into companies’ 
experience with a CMS confirms 
that speed to market and content 
maintenance are recognized issues. 
Survey respondents identified 
“increase speed to market of global 
content” as the No. 1 pain point with 
a score of 4.1 out of 5, with 5 being 
“critically important.” 11 

Having a unified marketing 
technology platform is mandatory. 
Without it, a unified customer/
audience experience cannot be 
delivered, and content maintenance 
and translation becomes a costly 
nightmare. Solutions like translation 
proxy services and translation 
connectors like Clay Tablet help 
streamline the management of 
translation and can reduce cycle times. 
 
11 Lionbridge, Top 5 Trends in Global Web Operations

0%

5%

10%

15%

2 6 15 25 40 60

20%

25%

30%

35%

AVERAGE CYCLE TIME IN DAYS

Reducing cycle times
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An emerging trend is to put a translation engine in the hands of the 
content consumer. Some companies are leveraging Google Translate 
or the Bing translation widget to provide machine translation on the 
fly. Brands need to be careful of the implications; since the accuracy of 
machine translation has historically been quite low it can negatively 
impact the customer experience.

One possible way to benefit from this approach could be to craft a tightly 
controlled pilot for just a specific set of content and frame it as a test. 
Position the self-service access to the machine translation as a beta, and 
then measure how it is used. From the collected metrics you may be able 
to determine which languages are most sought after, and then focus your 
translation investment on the languages and content that matter most.

Enabling self translation
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An ongoing trend that you cannot underestimate or ignore when 
considering your global web strategy is the continued growth and 
importance of social media. 

More and more, social networks are leveraged for customer support, 
crisis communication, and news dissemination. Social media is culturally 
relevant, timely, and requires no translation. Platforms like Facebook and 
Twitter already support multiple languages. 

Leading global companies are embracing localized social channels. 
From a user experience and design perspective, global gateway pages 
are beginning to provide direct access to websites and to localized social 
media channels.12  This promotes active user engagement and potentially 
gets people to the content they want more quickly and efficiently.

12 Byte Level Research, The 2014 Web Globalization Report Card

Social media
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One interface for all devices
 
The trend to blend and utilize one interface across devices is gaining 
ground. We see more and more websites redesigned to support one 
common set of interface elements, frequently including the mobile 
“hamburger” menu icon and the “magnifying glass” search icon. 

We support this design evolution. Designing interface elements to align 
with universally accepted icons means that there are fewer interface 
artifacts to translate. It reduces cognitive load and the need for users to 
learn multiple interface patterns, and uniformity across devices yields a 
more consistent user experience.

Privacy
 
Privacy issues are important now and will continue to be important. 
Transparency and trustworthiness are attributes customers expect and 
are increasingly being legislated into design. A notable illustration of this 
trend is the European Union law European E-Privacy Directive (officially 
known as EU Directive 2009/136/EC) that requires companies to let users 
know cookies are being used to collect data. Organizations use a wide 
range of design strategies to maintain compliance while remaining as 
unobtrusive as possible. 

Privacy is a big topic for marketers as more and more technologies are 
available to track user behavior and modify content offers based on 
implicit and explicit user data. Such privacy policies impact a brand’s 
ability to use behavior targeting techniques and personalization without 
explicit user consent. 
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FOUR

Global CMS best practices
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When it comes to websites we’d probably all agree that we’re better at 
making than managing them and that large global organizations make 
a lot of websites. Sustainable strategies are critical if you’re to produce 
compelling, relevant, global content and maintain some form of cost 
controls. Oftentimes market-driven timelines can be part of the problem, 
as short timelines can lead to development shortcuts. Resulting bumps in 
workflow and lengthy review and approval cycles can then translate into 
costly manual content updates. 

Think about the state of your content right now. Is it global-ready? What 
would it take to be global-ready? Thinking about your content from 
this point of view can facilitate the conversations necessary to get your 
organization and its marketing technologies implemented in a way that 
supports scalability and growth. This section covers a short list of critical 
considerations that will help you design and plan your global CMS rollout. 

Sustainable strategies are critical to produce 
compelling content and contain costs
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It is no secret that the proliferation 
of mobile, social networks, 
customer-generated content, 
and the Internet of Things is 
creating a world where a brand’s 
ability to control and define the 
customer experience is increasingly 
complex. Add to this the cultural 
and linguistic challenges of 
representing a brand in a culturally 
sensitive and relevant way and 
the situation becomes even more 
challenging. 

For your customers this can  
result in a discordant and 
seemingly random experience, 
bouncing between a mix of 
languages, content that appears 
and disappears, jumping from one 
website to another, and multiple 
forms that ask for the same 
information. In order to avoid  
this all-too-common mess, start  
by envisioning how you want  
your customers to experience  
your brand.

com com

de

de

English

EnglishGerman

R A N D O M  A C T S  O F  B R A N D  E N G A G E M E N T

G L O B A L  C O N T E N T  S T R A T E G Y

Start with the customer experience

GLOBAL BRAND EXPERIENCE
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What is your desired customer experience? 
Do you sell different products in different countries? Or the same set 
of products worldwide? Are some countries driving a large part of your 
revenue now or represent an emerging market? Do your customers travel 
and access your content from multiple geographies? Are your websites 
and your content mobile and global-ready? Do you have personalization 
strategies in place or are you planning on personalization? 

As a brand, how are you planning to manage and maintain a unified 
customer experience? In large part the ability to master global complexity 
depends on the right technology choices and the right configuration of 
those technologies.

Going global with a CMS

1 Balance local relevance 
and global consistency

2 Prioritize markets and 
country sites into tiers

3 Establish a pivot 
language

4 Align content 
management and tiers

5 Streamline language 
management and 
translation

6 Establish a multi-year 
roadmap
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We measure the effectiveness of global marketing execution along two 
dimensions: Local relevance, which means that local audiences feel like 
the organization is connecting with them, and global consistency, which 
means that there is a strong imprint of a global brand.

Other balancing imperatives are the tolerances of your brand and the 
people, processes, and technologies to support the balance. This is easier 
said than done. Once budget is secured, companies usually progress on 
one of two paths. Either they centralize everything and publish the same 
content to all markets, or they give local marketing groups budget and 
autonomy to serve their own audiences.  

UNDERSTAND  
THE TOLERANCES
OF YOUR BRAND

BUILDING UP 
THE PEOPLE PROCESS

TO SUPPORT

1.  Balance local relevance and 
global consistency
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What can happen over time is an inconsistent user experience 
characterized by a proliferation of websites and channels, with little 
consistency and control between them. 

One technique that can help is the use of global design templates that 
reinforce your brand in a consistent way. Global design templates free 
up your regional teams to focus on content and social engagement 
rather than the layout of web pages.  They help control costs, since they 
are created once and published many times.

Chaos

Insensitivity

LOCAL RELEVANCE

GLOBAL CONSISTENCY
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EXAMPLE
One of our clients maintains more than 80 global websites and manages 
hundreds of thousands of pages of content. Their balance has historically 
been toward localized control. This has resulted in an inconsistent look 
and feel, as well as significant lag time to update content. Currently, this 
client is redesigning and updating these sites region by region. 
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EXAMPLE 
Another client also had dozens of country-specific sites in many 
languages, all under local control using multiple CMS platforms. When 
we helped this client revamp their website and revise their global CMS 
strategy, the new balance point was toward global consistency, including 
the decision to represent all products in all countries. The web experience 
is now unified around the world. In addition, the brand smartly took 
advantage of the global initiative to address the mobile audience, and the 
experience is now responsive as well. 
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Content is core to how we think about things at Connective DX. It isn’t 
technology alone. It isn’t customer experience alone. It starts from 
the content. When you start to scale globally, how do you connect and 
empower through content? This is very ambitious at a global scale, and 
by ambitious we also mean expensive. Content is an expensive investment 
and organizations need to invest in the content that will yield a return. 

We help our clients analyze their business objectives against their 
customers’ tasks and needs, and that helps uncover the right content. 

TRANSLATION LOCALIZATION TRANSCREATION

CONTENT Content for local stays the 
same as source content

Meaning stays the same, 
content tailored to local

Content developed  
specifically for the locale

LANGUAGE Literal word-for-word 
translation of all content

Meaning is translated in a 
culturally appropriate way

Developed in local language; 
English may be used as part 

of branding

BRANDING No change No change Enhanced and expanded

IMAGES No change Changes to fit local  
expectations/product

Created to fit local  
expectations/product

LAYOUT No change Minimal changes Change to fit local  
expectations 

GLOBAL LANGUAGE APPROACH AND CONTENT IMPACT

Plan your global content production  



CONNECTIVE DX  :  33

Transcreation

TRANSLATE MORE THAN TRANSCREATE

Chaos

Insensitivity

US English

French

Global English

UK English

Spanish

Greek

Portugese

German

Traditional
Chinese

Japanese

Simplified 
Chinese

Russian

Italian

Korean

Czech

Polish

x x

+ =

=

Translation 

Localization

Most organizations want to get 
into as many markets as possible, 
to grow market share and gain 
a competitive advantage. On a 
global scale, this ambition must be 
tempered by reality. Do you have 
a team large enough to support 
the effort? Enough budget? We 
work with many clients who have a 
large vision, but whose web team, 
numbering one or two individuals, 
likely will not be able to support the 
extent of the vision. 

From a pure numbers perspective, 
every channel, device, or language 
that you add multiplies the effort 

to create and maintain content. 
It is very easy to live in a state 
of constant anxiety because each 
marketing campaign or messaging 
update has implications that you 
might not understand.  Will that 
new font that the branding team 
loves so much support Cyrillic?  
Who might be offended with this 
campaign imagery?

You must be honest with  
yourself and your teams regarding 
capabilities, budgets, and business 
goals. 

Be realistic with how much you can do
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Like most problems, designing a 
global strategy gets easier when you 
break it down into smaller parts. We 
recommend using a  
tiered model to establish priorities. 
What you name the tiers and how 
you think about your global strategy 
depends upon your organization and 
business. Think about the internal 
teams and staffing, budgets, 
business goals, and product 
roadmaps. 

This model helps you get to the 
decisions about how much to 
translate, how many websites to 
create, and how much content to 
produce and maintain. This is the 
most critical strategic decision 
you can make, as it will determine 
how your CMS is implemented. 
Time spent defining your tiers is 
vital because it is very difficult and 
expensive to undo CMS architecture.

Here’s an example of what tiers 
could mean for your organization:

TIER 1 = HIGHEST REVENUE, MOST 
PRODUCTS SOLD, COUNTRY/LANGUAGE  
FOR HEADQUARTERS

Your Tier 1 site(s) are the biggest 
and most comprehensive, and they 
provide the most content. Tier 1 

markets have dedicated marketing 
teams developing original content 
for the local market.  

TIER 2 = FASTEST GROWTH, TARGET 
EXPANSION MARKETS, OR SUPPORT KEY 
PARTNERS 

Tier 2 markets have obvious 
business potential and/or have 
shown to be responsive to initial 
marketing experiments. Tier 2 
markets may have dedicated teams 
or a regional-based team that 
handles many individual markets.

TIER 3 = ALL OTHERS

For Tier 3, you focus on delivering 
a good quality product for the least 
amount of cost and stay away from 
fancy flourishes.

The biggest challenge we see is 
that organizations don’t formalize 
and get internal agreement about 
their market tiers as they relate to 
website and digital presence. Most 
organizations have a single Tier 1 
(often the dot-com website) and 
everything else is Tier 2 or lower. 

Is this true in your organization? Or 
do multiple regions all feel that they 
are just as important to the business?

2.  Prioritize markets and country  
sites into tiers  
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Content volume per tier 

As you analyze your content and review which content is needed by the 
market tiers and languages, you’ll often decide that Tier 1 markets need 
the most content. It is common to see a dot-com website as the largest, 
most comprehensive content repository. Tier 3 sites, of which there may 
be hundreds, have very little content because the market strategy for 
these may be just to provide access to the local sales office. 

As this diagram suggests, within the tier structure, Tier 2 markets present 
a real strategic challenge because these markets are in transition. Some of 
these markets will graduate to Tier 1, and you need  
to be ready to know how and when to scale.

TIERS

CONTENT

LOTSFEW

LITTLEMANY

CONTENT DEVELOPMENT IMPLICATIONS
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A pivot language can be an extremely helpful technique to support your 
global CMS implementation. A pivot language provides a jargon-free, 
simplified version of the content on your site and becomes the baseline 
for all your translation efforts. 

This illustration shows an example in which global English may be the 
pivot language, and the U.S. website is a variant. This enables a brand to 
have a strong voice without worry that the personality and language will 
not be relevant in another country. 

While not every organization will need to utilize a pivot language 
strategy, it is worthwhile to discuss up front. Establishing a pivot 
language is the most difficult thing to retrofit into an existing CMS if 
you’ve not thought about it before.

US English

French

Global English

UK English

Spanish

Greek

Portuguese

German

Traditional
Chinese

Japanese

Simplified 
Chinese

Russian

Italian

Korean

Czech

Polish

3. Establish a pivot language  
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What kind of CMS structure are 
you going to deploy? After you’ve 
completed the hard work to 
determine the answers to our first 
three best practices, you can begin 
to shape the underlying architecture 
that will support your global strategy. 
How do you architect the CMS 
solution to support your business 
strategy, desired tier structure and 
translation approach?  

ANSWER THESE KEY QUESTIONS:

•  How much content will be 
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VS.

4.  Align content management   
and tiers  

MULTILINGUAL VS. MULTISITE ARCHITECTURE
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MULTILINGUAL: One website with a 
switch to change languages. Every 
content item is available in multiple 
languages, and all of the countries/
languages share largely the same 
information architecture and 
content tree. A single, multilingual 
site generally has a less complex 
matrix of countries/languages/
content, and provides better 
support for language fallback across 
countries. In a multilingual site 
implementation, inside the CMS 
you have one site and you drill into 
a content object to see how many 
languages are supported.

MULTISITE: Multiple websites, 
each with their own information 
architecture and content tree, with 
multilingual support as needed. The 
benefits of a multisite approach 
include greater flexibility at the 
country level, with the ability to 
create country-specific information 

architecture and content trees.
If you’re a big organization, you 
may not want separate local sites 
OR a single multilingual site. You’ll 
likely need a hybrid approach, where 
your Tier 1 site is one structure and 
Tier 2 and 3 sites use different CMS 
architectures. Hybrid approaches are 
quite complex and require extensive 
planning and  
a comprehensive content strategy  
so that you know exactly how every 
piece of content needs to  
be handled.

You cannot wait until “Phase 2” to 
figure this out. It will be too late. 
You need to plan ahead or you’ll 
wind up doing one of two things: 
Throwing it all out and starting 
again, or translating what you’ve 
got and realizing you can’t support 
it in the long run, and then 
throwing it all out and starting 
again.

“A global content strategy is a structure for 
managing all of your content that is consumed 
by people who speak or read languages other 
than the source.”
– VAL SWISHER, CONTENT RULES
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Content fuels the content management system. The same care that you 
take to structure your market tiers and plan your CMS implementation 
needs to be lavished on the content itself. Organizations can save huge 
sums by applying a critical touch to their content, especially the pivot 
language that forms the baseline for translations.

As a general rule, sentences should be no more than 26 words in length 
to maximize readability for non-native English speakers and minimize 
translation costs. 

Word usage should be simplified and needless words should be avoided to 
further reduce word count and translation costs (simple example, “Please 
be aware…” versus “Be aware…”).

Strive for content parity: equivalent content across devices and platforms. 
Don’t invest in creating content that can only be consumed on a single 
platform. First, figure out how you can use the content you have and 
make it accessible. If something isn’t worth including in the mobile view 
should it be included at all? 

Global-ready content
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Structured content 

Atomic, highly structured content types are hugely important. The 
different chunks of content can be styled by the cascading style sheet 
(CSS) and be displayed in different ways on different pages. By using 
structured content and enabling reuse of that content, the costs associated 
with content development and localization can be lowered significantly.

When we design authoring experiences for our clients, we focus on pulling 
together all the content snippets that are related from across  
the page layouts and wireframes, and then we group them together within 
the CMS content editing forms. In this manner, we provide  
a way for a content author to get to all the related content in one place.

STRUCTURED CONTENT IS MANAGED IN ONE PLACE,  
WHILE USED ON DIFFERENT PAGES IN THE WEBSITE.

CENTRALIZED CMS CONTENT ENTRY FORM PAGE TEMPLATE(S)
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DEVICE SPECIFIC DESIGN AND PERSONALIZATION

Content conundrums only get 
more complicated as marketing 
technologies continue to 
evolve. We’ve not mentioned 
personalization yet, and for good 
reason. Personalization strategies 
add layers of complexity to a 
global CMS implementation, and 
can require more third-party 
applications to be integrated in 
order to provide the precision that 
most marketers require.

If your go-to-market strategy 
includes personalization or you’re 
thinking of experimenting with 
personalization, start small. Scaling 
personalization up to a global level 
is a big commitment and a big 
investment. 

We have a client who is just 
beginning to experiment with 
personalization on a global scale. 

Just three elements on a single 
wireframe, personalized to four 
industries and available in nine 
languages create a staggering 
number of content items to keep 
track of:

3 X 4 = 12 X 9 = 108 VARIANTS OF CONTENT 
ON A SINGLE PAGE

And the metrics to determine 
if this small experiment yields 
a measurable return are also 
complex. The page and template(s) 
need to be designed to support 
testing so that you can present 
different versions to different 
users to collect data. Wiring up the 
template with tracking code and 
creating all the pieces of content 
needed for a given test or battery 
of tests is also labor that must be 
accounted for.
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Efficient language management includes a variety of translation and 
workflow strategies. Language fallback is one. This means understanding 
where the content assets are coming from, when they  
get localized, and the business rules around what happens when a content 
asset has not been translated. 

Managing translation of copy is a huge component, and there are a 
number of approaches that you can use. Machine translation, human 
translation, and translation proxy services are just a few of the options.13  
Keeping track of the media assets and interface elements is just as 
important.  The media library and digital asset management can be easily 
overlooked when planning your global content strategy. 

Language management also includes workflow and permissions 
within the CMS. This manages the permissions for who can change the 
translated/localized content and push it to the live production servers.

13Forrester Research “Market Overview: Language Service Providers 2013,” published June 20, 2013, by Peter Sheldon and Lily Varon

5.  Streamline language     
management and translation   
process 
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Track the content  
Keeping track of all the content and what languages are needed is a 
big job all on its own. One of our clients developed several elaborate 
spreadsheets to keep track of everything in order to plan the rollout of the 
multiple websites. 
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Large organizations that are translating content into many languages 
often implement translation connectors, which are products that connect 
a CMS to multiple translation vendors. The connector manages the 
workflow of content in and out of the CMS, to and from the translation 
team/systems, which really helps automate the process.

MIX AND MATCH SYSTEMS: You can mix and match any CMS with any 
translation technology. You can even link several systems together  
in a complex, fully integrated environment. 

AVOID INTEGRATION LOCK-IN: Unlike captive or custom connections,  
a translation connector allows you to keep the technologies you have,  
and choose the translation solutions you want. Need to migrate to  
a new CMS? No problem! Just add another connection. 

External 
Translators

Internal
Translation 

Teams

Machine
Translation 

CONTENT 
MANAGEMENT

TRANSLATION 
CONNECTOR

Translation connectors

AUTOMATING WORKFLOW
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Let’s be realistic. Properly planned and sequenced, a strategic rollout of a 
revamped content strategy and a new CMS platform across a large global 
organization’s sites/properties requires a multi-year commitment. The 
roadmap consists of distinctly separate but often overlapping phases.

Organizations run the range between installing a CMS for a new strategic 
initiative, to migrating to a new CMS with an existing design. The critical 
goal of road-mapping is to prioritize and choose some quick wins, so 
that you can get to market quickly and build momentum within your 
organization.

Set milestones for yourself. It is never too late to take a look at your plan 
and evaluate if it is working. If it isn’t working, change it. It’s part of 
building momentum and making wise investments.

KEYS TO BUILDING A ROADMAP

6. Establish a multi-year roadmap
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Planning for language rollout  
When it comes to language support and building an infrastructure to 
support your globalization strategy, the importance of scalability and 
investing in the planning and staffing to add languages over time cannot 
be overemphasized. Brands need to stay abreast of shifts in markets. The 
2014 Web Globalization Report Card analyzed 150 global websites across 
15 industry categories.

Key facts about these global websites14:
•  Average number of languages on global websites is 29 and continues  

to increase year over year
• Supporting 40 languages ensures that you’ll reach about 90 percent  
 of all internet users

• As a group, the top 25 websites support an average of 50 languages
•  An efficient globalization model is one that accommodates steady 

additions of languages over time.  

14 Byte Level Research, The 2014 Web Globalization Report Card

1. GOOGLE
2. HOTELS.COM
3. FACEBOOK
4. BOOKING.COM
5. NIVEA
6. CISCO SYSTEMS
7. PHILLIPS
8. 3M
9. SAMSUNG
10. TRIPADVISOR
11. STARBUCKS
12. MICROSOFT
13. KAYAK

14. WIKIPEDIA
15. LG
16. ADOBE
17. INTEL
18. AUTODESK
19. NESTLE
20. HP
21. MERCK
22. IKEA
23. JOHN DEERE
24. PWC
25. KPMG

BEST GLOBAL WEBSITES 2014

2014 Web Globalization Report Card    www.bytelevel.com
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EXAMPLE
One of our clients has a global footprint and is the market leader in 
their industry. This organization’s most pressing content management 
problem is maintenance across multiple CMS platforms and pushing 
accurate content out quickly enough. In this particular case, the client 
has more than 80 country websites, with tens of thousands of pages of 
content supporting 34 languages. Sound familiar?

80+
countries
Each with separate  

websites

34+
languages

In use across all websites

100+
thousand

Pages of content across  
all websites
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PHASE TIER 1 TIER 2 TIER 3

0: Just getting 
started

en-us Ø or geocities

1: Starting to build a 
quality international 

presence
en-us

de-de
es-es
fr-fr
ja-jp
ko-kr
zh-cn

2: Growing  
maturity in high-

potential markets
en-us

de-de
es-es
ja-jp
zh-cn

fr-fr
ko-kr
pt-br
ru-ru

3: Achieving  
a mature 

international 
marketing strategy

en-us
de-de
zh-cn

de-de
es-es
fr-ca
fr-fr

ko-kr
ja-jp
zh-cn

pt-br
ru-ru

….

EXAMPLE ROADMAP
This illustration is part of the roadmap developed for one of our clients 
and shows a progression of language rollouts over the course of a year.
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FIVE

What you can do now
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We’ve covered a lot of ground and 
a lot of topics related to your global 
CMS implementation. Please don’t 
feel overwhelmed. While the decisions 
that you have to make are big, they 
are not insurmountable. The payoff 
includes at-scale personalization, 
future-friendly experiences, active 
and engaged editorial teams/
communities and a more impactful, 
global presence.

If you’re planning to go global, or 
already are but need to fine tune your 
approach, huzzah! It might help you 
to consider forming relationships 
between your different teams and 
regions so that you can have a shared 
sense of purpose and aligned business 
goals. We have a client that flies all 
global web folks in once a year for 
a summit. They bring in outside 
speakers and make the team feel part 
of something bigger.

1

2

3

4

5

6

Balance local relevance 
and global consistency

Prioritize markets and 
country sites into tiers

Establish a pivot 
language

Align content 
management and tiers

Streamline language 
management and 
translation

Establish a multi-year 
roadmap
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When working with global clients we follow 
our proven framework and look to facilitate 
alignment among key stakeholders through 
one or more collaborative workshops.

1. ALIGN GOALS AND OBJECTIVES: We work 
with our clients to uncover business goals 
and gain alignment across the organization, 
establishing a common understanding of 
the balance between global relevance and 
consistency and identifying market tiers. 

2. AUDIT GLOBAL CONTENT: Our content 
audit process is a combination of automated 
tools and content strategy expertise. We use 
an automated tool to index and inventory 
content items across all of your sites. 
Then we complete a qualitative audit and 
benchmark the quality of your content. 
The results may surprise you. You’re likely 
saddled with some redundant, outdated 
or trivial content. We will typically also 
complete a similar inventory and qualitative 
audit of key competitors’ sites and then 
benchmark your site against competitors.

3. ANALYZE CONTENT LIFECYCLE: As we 
analyze your content lifecycle, we focus on 
workflow, content creation and approvals, 

frequency of updates, marketing campaign 
lifecycles, and existing translation 
processes. We also determine if a pivot 
language is needed and identify language/
translation requirements by market tier.

4. IDENTIFY OPPORTUNITIES: Based on the 
prior steps, we work with our clients to 
prioritize the opportunities. We look for 
quick wins that help organizations gain 
momentum around the initiative, and focus 
on opportunities that will have the biggest 
positive impact on the business.

5. MAP RECOMMENDATIONS: Finally, we 
sequence the progression of projects. 
Undertaking an enterprise CMS overhaul 
to support a global strategy is a large 
endeavor, and our clients find greater 
success when the effort is divided into 
manageable projects. Some organizations 
need multiple simultaneous work streams, 
and some need targeted implementation of 
specific features or tools. Our framework 
and approach are flexible so that our clients 
can reap improvements quickly.

ALIGN
Goals &  

Objectives

AUDIT
Global Content

ANALYZE
Content  
Lifecycle

IDENTIFY
Opportunities

MAP
Recommendations

PROCESS OVERVIEW: GLOBAL STRATEGY FRAMEWORK

Follow a systematic process
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Some final do’s and don’ts
1. AVOID THE BIG BANG: Many organizations make the mistake of trying to include too 
much in a single, large-scale deployment. These big bang approaches rarely get delivered 
with success and lack the momentum to properly train, evangelize and gain adoption of 
the new platform across the organization.

2. BUILD MOMENTUM EARLY: It’s vital to get your team trained early on the platform, and 
to identify an initial site to develop and migrate to the new platform. This will enable 
people to gain hands-on knowledge of the platform and establish a showcase example to 
show early momentum en route to the full platform build.

3. IDENTIFY STRATEGIC PRIORITIES: Large platform projects typically surface many new 
requirements, ideas, and initiatives across the organization. It will be important to collect 
this input and set clear expectations for what is included in each phase. Projects that start 
off as straight migrations and progressively expand into more strategic considerations 
face significant challenges in the management of scope, timeline, and stakeholder 
expectations.

4. OVERESTIMATE CONTENT: Most organizations underestimate the planning and resource 
requirements to properly audit, develop, migrate, and QA their content. Beyond simply 
moving content, the migration effort should focus on cleansing, editing, optimizing and 
restricting content to better support its reuse, targeting, and ability to be leveraged across 
multiple channels and devices.
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Thank you
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We hope that the information within this publication proves useful for 
you and your organization. If you have any questions, strong opinions, or 
helpful suggestions, we’d love to hear from you! For more information 
about our capabilities, or to have a conversation about how we could help 
you with your global CMS planning, please contact us.
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STRATEGY  
& PLANNING

We help clients 
align around the 

customer and build a 
digital roadmap that 
impacts the bottom 

line.

EXPERIENCE
DESIGN

We help clients 
differentiate from 
the competition 

with a more unique 
and sustainable 

customer expereince. 

MEASUREMENT  
& OPTIMIZATION
We measure, optimize  

and humanize the 
experience so our clients 

can grow the value of 
their investment.

TECHNOLOGY

We build technology  
platforms that  
help our clients 

deliver great 
customer 

experiences.

PROJECT  
MANAGEMENT

We provide project  
figor and flexible  
processes to help  

clients execute  
complex digital  

projects.

About Connective DX
Connective DX (formerly ISITE Design) is a digital experience agency that 
helps organizations embrace the power of digital, align around the customer, 
and take control of their future. Founded in 1997, the company serves 
organizations globally from its offices in Portland, OR and Boston, MA, 
helping them bring together the customer insight, design and technology 
capabilities necessary to build delightful digital experiences.

www.connectivedx.com
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Brian Payne   
VP of Technology

Brian brings more than fourteen years of 
software architecture and web application 
development experience to Connective DX. 
As the VP of Technology, Brian leads the 
technical architecture team, evaluates new 
technologies, and plays an integral role in 
client strategy. Skilled at conceiving simple 
solutions for complex problems, Brian 
collaborates with our development team 
and others to advance internal processes 
and technical delivery across all projects. 

Brian Payne,  
VP of Technology
bpayne@connectivedx.com                     
503-972-9308

Barbara Holmes   
Director of User Experience

Barbara unites her passion for  
user-centered design and a deep 
love of meaningful content to create 
interfaces for software applications, 
social networking, B2C and B2B 
websites. With 24 years of designing 
interactive experiences both as 
agency staff and freelance, Barbara 
uncovers insights through qualitative 
and quantitative research techniques 
as well as creating prototypes, 
wireframes, sitemaps, and user flows.


