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Go-to-Market Global Readiness

Unleash your core offerings 

When you take your brand to market, the first thing you need is a program 
that represents your core offering. FranklinCovey is known for 7 Habits, 
VitalSmarts is known for Crucial Conversations, Blanchard is known for 
Situational Leadership II— what blockbuster program will Steinbrecher be 
known for? What is the essence of what Steinbrecher And Associates is 
about? 

If you approach licensee candidates with a broad range of services that they 
can offer, they will feel overwhelmed and won't know what to do with it. 
Instead, package the licensing opportunity around one core program for them 
to focus on. Down the road you can offer additional programs.  

Blockbuster Formula 

Blockbuster training programs require three key elements: 

Unique Positioning 
• The positioning has to be unique and ’blue ocean.’ People should be 

able to clearly articulate what is so great about it and why it’s better 
than anything else on the market.  
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Scalability 
• The program needs to be designed to scale. Is there a streamlined 

process for people to become certified? Do the materials allow trainers 
with less experience to deliver the program well? Are there videos? Is 
there a mindset of growth rather than control? 

Localization 
• The program needs to be adapted to local markets. Do you have 

committed licensee partners with vested interest in your brand? Have 
the titles and key terms been translated correctly? 

Product & Process Development Standards 

We recommend that you outline your product development standards for 
your core blockbuster program.  

On the following page we’ve included a document outlining FranklinCovey’s 
standards. This is just a company example. We aren’t suggesting you should 
follow exactly, although some of the things you’ll want to adopt as your own. 
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Product and Process
Development Standards

PRODUCT DEVELOPMENT

Principles and Paradigms 
Our solutions are based upon timeless, proven 
principles and challenge people to think in 
dramatically better ways.

Learning, Tools, and Measures 
We combine learning, tools, and measures  
to help people translate principles into habits  
of effectiveness.

Head and Heart 
Our products are designed to engage the head 
and the heart—insightful ideas presented in 
inspiring ways.

Real Results 
Our products really work and produce sustained 
superior performance for people and organizations.

Scalability 
Our solutions are designed to scale and reach 
millions of people in thousands of organizations.

Global 
We build global offerings for a global marketplace.

Commercialization 
We build products that sell.

PROCESS DEVELOPMENT

Quality and Detail 
We are maniacal about quality and detail—
bordering on insanity.

Stakeholder Input 
We gather broad and deep input from  
key stakeholders throughout the process.

Research and Benchmarking 
We do our homework and deeply understand the 
marketplace, our competition, and the jobs our 
clients hire us to do.

Project Management 
We run well-managed projects and religiously 
maintain our key project documents.

Frontloading 
We involve as many people as possible as early as 
possible, and prototype early and rapidly.

Synergy 
We relentlessly pursue synergy and  
Third Alternatives.

Continuous Improvement 
We are in constant pursuit of new and better ways 
to improve the way we do our work.
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Master Trainer Certification
Why adopt a Master Trainer certification system? 

The licensee business model is based on leverage, trust and empowerment. 
In order to be successful, your certification system for licensees should 
incorporate these principles. We recommend a Master Trainer certification 
system in which licensees certify a Master Trainer, who is then authorized to 
certify other trainers in the licensee organization and in client organizations.   

This allows you and your licensees to operate more efficiently and less 
expensively. Rather than flying new trainers out to your headquarters, 
incurring high travel expenses, licensees can manage their growth by 
certifying trainers on their own. If they have to fly new trainers out every time, 
licensees will often simply choose to not certify anyone new, decreasing their 
commitment to your brand. With a Master Trainer, the friction is removed and 
licensees have the flexibility to scale.  

On your side, you save yourself the time it takes to regularly schedule 
certifications and ensure that there will be sufficient number of new trainers 
attending. In addition, it becomes much easier to roll-out any new courses or 
updates to existing courses — rather than certifying 300 trainers around the 
globe in the new material you only need to certify 30 Master Trainers, who will 
then certify everyone in their own market. Operationally it is much simpler.  

A Master Trainer system is also necessary for licensees to use the Train-the-
Trainer model in their market. Without the option to certify client trainers, 
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licensees will be forced to rely on their ability to sell and deliver in-house and 
public events, and never create sufficient leverage to fully penetrate their 
market. It closes off a very profitable business model to them and you.  

Most of the time, in non-native English speaking countries, the best local 
trainers are not always the best English speakers. Some trainers have 
developed a fluency in English but they don’t always connect very well with 
their local audience. In some specific countries, like in Germany, Japan or 
France, we’ve seen that the best trainers often don’t speak English. 
Therefore, its critical to have a master trainer doing a certification in their local 
language when applicable because you would never have access to those 
trainers otherwise.  

Finally, it is beneficial to have a subject matter expert on the ground in every 
country. They start to become your brand and become known for your brand 
in their country, multiplying your influence.  

Master Trainer Characteristics  

The Master Trainer should become a black-belt, Jedi knight for your brand, to 
the point where they epitomize the content in terms of how they teach and 
how they live it. They become the symbol of your content in their country.  

They should be a really senior person who has taught a lot of courses. They 
shouldn’t be a beginner; you can’t train others to be a great trainer and see 
the nuances that make a program really impactful unless you’re an 
experienced trainer yourself.  
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The Master Trainer should be primarily in that role. They should generally not 
play a significant operational role; it’s hard to do both well. They can be and 
often are owners, but should be primarily presenting or teaching. 

The Master Trainer also needs to be English speaking in order to 
communicate with your Steinbrecher And Associates staff.  

How to structure the Master Trainer Certification 

Plan to take them through a live demonstration of your full course, whether 
that is one or two days. Then follow that up with one or two days of 
certification. You shouldn’t make the initial certification any longer than four 
days; follow up with them on any additional points over a video call.  

Go through the course and allow them to role play a large percentage of it. 
Go through any difficulties and give them guidance and coaching about how 
they should handle them. Each Master Trainer should be given a Trainer 
Guide that they can use when delivering, with the participant guide on the 
right side of the book and trainer tips on the left side (if possible).  

Don’t feel like you have to dictate exactly how the course should be taught. 
You should create a centerline that they can use as a reference point, but 
then you’ve got to let people have their own voice. There may also be cultural 
differences that you are not aware of; allow them to adapt and adjust the 
course as they see the need. Don’t waste time telling them exactly what to 
say. At the Master Trainer level you are working with experienced trainers that 
know how to teach. 
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Because it’s a high level of certification, training companies can be tempted to 
require candidates to jump through a lot of hoops before they can start 
teaching (ex. deliver a certain amount of practice sessions, write papers, take 
quizzes, be a trainer first for one year, etc). We would not recommend this. In 
practice, all it does is frustrate the trainer and delay the launch of your brand 
in that country.  

At some point you will have to trust your Master Trainers. Develop a 
relationship in which they see you as a resource for support rather than an 
overseer and taskmaster.  

Virtual vs. Live Certification 

Virtual certification is becoming a more and more viable option to consider. 
Since you are working with experts at the Master Trainer level, the transfer of 
knowledge is easier, as you don’t need to teach them training skills. They are 
already experts in their field and just need to acquire a depth of knowledge. 
Virtual certifications are far simpler to schedule and much less expensive to 
run.  

The certification piece can generally be done quite easily online, but it may be 
difficult to give trainers the full experience of attending a live version of the 
program. Possible solutions to this problem are to have candidates attend the 
program but then do the certification virtually, or to record a high-quality video 
of the program that candidates can watch in advance.  

If the certification will be delivered in-person, you can schedule it at your 
headquarters or you can schedule a customized certification at the licensee’s 
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headquarters. The second option will be pricier for the licensee, but if they 
can afford it, it can also provide additional value. While you are over there, the 
licensee can schedule preview events with key clients. You can also discuss 
their marketing and launch strategy in greater detail. If they know that they will 
be certifying more than one trainer, you can certify other people to a Trainer 
level in addition to the Master Trainer.  
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Channel Conflict Management
Direct operations in licensee territory 

Frustration is a function of expectation. As a licensor, always make sure that 
licensees have full clarity around your processes regarding global sales and 
restricted house accounts. We’ve seen what happens when this clarity does 
not exist — misunderstandings will arise as licensees feel that they are being 
treated unfairly by the licensor and become disillusioned. Always be 
consistent, objective and fair when operating directly in licensee territory. 
When possible, involve the local licensee to help them gain experience and 
credibility in their territory. 

We’d recommend that your e-learning products be kept separate from the 
offerings your licensees deliver. Maintain central control over these products. 
It becomes too much of a headache to track who is taking courses from 
where. Due to the lack of borders on the web, having multiple e-learning 
providers will frequently lead to some channel conflict. 

Multiple licensees in the same market 

Wherever Steinbrecher And Associates may have more than one partner in a 
country, there is potential for conflict. Who sells what? Who gets new 
products? How are prices set? Who gets inbound leads?  

The key is to make sure that all expectations about roles and responsibilities 
are clearly defined and agreed upon. It is essential to do this from the 
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beginning. You should avoid situations in which multiple partners offer the 
same product, as that can lead to client confusion and brand-damaging price 
wars which you will need to step in and resolve.  

Where Steinbrecher And Associates already has a partner in a country, we 
would recommend evaluating whether that partner has the right vision and 
capabilities to reach the market’s long term potential. If you believe they do, 
then they should become the Master License for the territory.  

If they are too small or too niche, but they are doing good work, then you 
have a couple options. The first is to let them continue operating, but limit the 
products that they can offer to what they currently have. Your new Master 
License partner will represent you in your core brands and anything new that 
you develop. The Master License would also get all inbound leads. The 
second option is to introduce the existing partner to the Master License to 
see if there is potential for a partnership between them. 

That would be the preferred scenario. Having multiple partners in a territory is 
often a headache to manage, due to both the conflict that can arise and the 
increased number of contact points you have. However, it can be done if the 
right foundation is laid.  

© 2016 SMCOV �10



�

International Branding Strategy
The SMCOV philosophy on international branding is the following: 

1. Logo 

All logos should be used consistently across the world. Same design and 
colors. 

A good example: Nike 

2. Websites 

All websites can and should be adapted to local market. However if a firm 
designs a generic concept of a website applicable across the world using 
"reverse engineering" and cultural awareness- licensees will be motivated to 
duplicate most of the elements of the global site.  

3. Marketing 

Decision-making and marketing autonomy are given to each market.  

A good example: McDonald’s  
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4. The latest version of your content 

Licensees should be updating content upon reprint of material. Allow them to 
use up their current inventory before moving to a newer version.  

It is absolutely necessary for licensors in this new fast-paced world to make 
updates consistently. 

5. Co-Branding 

Co-branding is absolutely okay. Sometimes the local brand of the licensee is 
more well-known than the licensor. 

A good example: Cegos in several countries in Europe. 

A licensor can terminate, not renew an agreement and grant their license to a 
direct competitor of a licensee. Given this, it’s only fair that a licensee wants 
to build their brand name in their territory. If a licensor is not happy about it -
— best is to go direct and set up subsidiaries. 

6. Participant material  

A. Content: Consistent across the world with some levels of localization. 

B. Packaging and format: Should be adapted to local look and feel reality 
expected locally by the clients.  

A good example: Book covers. 
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Conclusion 

A great example on this topic is Danone. 

The brand name is adapted to each market - Danone, Danon, Dannone or 
even Dannon in the US. Their packaging is different market by market. Their 
products are adapted to local taste (healthier in the Netherlands and 
Scandinavia, sweeter in the US). Their websites and marketing are totally 
different country by country. 
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International Publishing Best 
Practices

Selecting the right publisher 

Why do highly successful books flop when they are launched in international 
markets? Far too often, the problem is that the translations are not very good. 
This occurs because the person doing the translation doesn’t understand the 
content or the material.  

Just because a publisher is global, doesn’t mean that it operates with the 
same level of quality in every market. They often work with affiliates who have 
little experience publishing business books. In one especially bad example 
we’ve seen, a large US publisher outsourced the publication of a bestseller to 
an Italian affiliate that specialized in romance novels. This publisher had 
almost no experience publishing business books. In hindsight, it’s no surprise 
that the book totally flopped in Italy. 

It’s especially important to select the right words for the title and the main 
concepts within the book. In another example, the Spanish translation of a 
different bestseller was outsourced to a publishing affiliate in Spain that used 
very different language than the Spanish spoken in Latin America. In some 
cases, the key terms chosen actually meant different things outside of Spain. 
Nevertheless, this was the only Spanish translation made, and the book 
made little impact in Latin America. 
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Time and time again we’ve seen books flop due to a poor translation and 
publication, and take off again once it’s been done right. Why not get it right 
from the beginning? To avoid cases like these, its always best to retain 
international publishing rights. 

We believe that publishing should be done locally, ideally with someone who 
has a vested interest in the business. We recommend that you work in 
conjunction with the local licensee to identify the best local publisher with 
your book. The best case scenario is to have the Master Trainer contracted to 
do the translation. At minimum, the licensee should work with the publisher 
on a glossary of terms. 

A recent trend we’ve seen is many licensees are adding publishing 
capabilities to their businesses. This has become more and more possible as 
printing has become easier and less expensive, and books are more 
frequently bought online. Due to the vested interest of the licensee this can 
often be a good fit — just make sure that they have the capability and a 
timeline to launch it. In all cases, always do separate agreements for 
publishing and training.  

Encouraging licensee-publisher collaboration 

Try to help your licensees get a highly negotiated price with publishers. At a 
minimum, they should be getting a 50% discount. If possible, try to have this 
in your publishing agreement. As book sales increase, your brand becomes 
more well-known and your licensee will sell more courses. As your licensee 
sells more courses, it will need to buy more books from the publisher for 
participant kits. This can be a very mutually beneficial partnership.  
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Make sure that the publisher includes a one-page promotion on the licensee’s 
training offering with contact information. It’s also a best practice to have the 
licensee involved in selecting a good local person to write the forward. If the 
licensee is well known they can even write the forward themselves.  

Encourage the licensee and the publisher to work together in conjunction for 
the local launch of the book. For example, the publisher and the licensee can 
put together a database of top clients and influencers they will be inviting to a 
breakfast or other launch events.   
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