How to Rationalize Localization Cost With
Your Managers or Stakeholders

In today's global economy, localization is essential for connecting with international audiences and driving business
growth. However, securing budget approval for these initiatives often requires convincing skeptical stakeholders of their
value. This guide provides actionable strategies to build a compelling business case for localization investments, helping
you communicate its benefits in terms that resonate with decision-makers across your organization.
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Understanding Stakeholder Priorities

Before pitching localization costs, it's crucial to identify the key decision-makers and understand what drives them.

Different stakeholders have different priorities, and tailoring your message to align with their specific goals will significantly

increase your chances of success.
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CMO Priorities

Chief Marketing Officers focus on brand reputation,
customer engagement metrics, and conversion
rates. Show how localization enhances brand
perception and improves marketing performance in
target markets.

Product Manager Priorities

Product managers prioritize user satisfaction,
product adoption, and scalability. Demonstrate how
localization improves user experience metrics and
product performance.

CFO Priorities

Chief Financial Officers want to see clear return on
investment, cost efficiency metrics, and evidence of
long-term profitability. Present localization as an
investment with measurable financial returns.

CEO Priorities

Chief Executive Officers typically focus on strategic
market positioning and competitive advantage.
Frame localization as a strategic initiative that
strengthens the company's global position.

Your ability to map localization benefits directly to these stakeholders' KPIs (key performance indicators) is the first step in
gaining their support. When you speak their language—focusing on metrics they care about—you transform localization
from a cost center into a strategic business initiative.



Revenue Potential and Customer Experience

Revenue Potential Customer Experience Benefits
Localization directly impacts the bottom line by opening Localization is fundamental to delivering excellent
up new customer segments and improving performance customer experiences in international markets:

metrics across the sales funnel: S _
e Enhanced usability with interfaces and content in local

e Higher conversion rates as consumers are more likely languages, reducing friction and user errors
to complete purchases when the experience feels e Increased trust as using local language signals respect
native to them for users' culture and builds long-term loyalty

e Improved retention through localized onboarding, « Improved support efficiency through localized help
support content, and user interfaces centers and FAQs, reducing support costs while

e Expanded market reach into non-English-speaking improving satisfaction

markets, potentially adding millions to your Total

%
Addressable Market (TAM) Research from CSA Research shows that 76% of

consumers prefer to buy products in their own language,
Companies that localize into just 10 languages can reach highlighting the direct connection between localization and
90% of the global online population, according to CSA purchase decisions.
Research.



Competitive Advantage and Risk Mitigation

Competitive Advantage

Localization can be your key differentiator in global
markets:

e First-mover advantage when entering new markets
with a fully localized experience before competitors

e Opportunity to outperform even major global players
who rely solely on English content

e Enhanced cultural relevance that increases resonance
and virality within regional communities

When presenting to stakeholders, include examples of
competitors with poorly localized or untranslated products
to highlight the opportunity gap your company can fill.

Risk Mitigation

Neglecting localization can lead to costly legal, brand, or
PR issues:

e Compliance risks in markets with strict language and
accessibility laws (e.g., Quebec, China, EU)

o Cultural sensitivity concerns where poor translations or
tone-deaf messaging can damage reputation

o Market failure risk when products aren't properly
localized and face rejection by customers and partners

Companies have faced regulatory fines and public
backlash for failing to localize critical content like terms of
service or safety instructions, turning what seemed like a
cost-saving measure into a significant liability.



Using Data to Strengthen Your Case

A data-driven approach is essential when advocating for localization investment. Combining industry research with internal
metrics creates a compelling narrative that resonates with analytically-minded stakeholders.

Industry Research

Leverage established third-party data to demonstrate
global user preferences and localization impact:

e 76% of consumers prefer buying products in their
native language (CSA Research)

e 40% of consumers won't buy at all if information
isn't available in their language (CSA Research)

e 65% of non-native English speakers prefer content in
their own language—even if they speak English well
(CSA Research)

e Companies investing in localization are 1.5x more
likely to grow international revenue (Harvard
Business Review)

Always include the source with each statistic to boost
credibility with analytical stakeholders like CFOs or
product managers.

Market Potential Models

Show stakeholders what's possible by modeling the
revenue potential of entering new markets:

1. Start with the Total Addressable Market (TAM) by
region

2. Estimate user adoption and conversion rates based on
benchmarks

3. Model Revenue per User (ARPU) or Customer Lifetime
Value (CLV)

Example: "If we localize for the Japanese market (100M
internet users) and capture even 0.5% market share, at an
average ARPU of $20/month, that's a potential $12M in
annual revenue."

Internal Data

Analyze existing localized markets to extract
meaningful comparisons:
e Conversion rate uplift after content or Ul localization

e Churn rate comparisons before and after
introducing native-language support

e Customer support ticket volume reductions in
localized markets

o Engagement metrics like time on site or bounce rate
improvements

e App store ratings differences between localized and
non-localized markets

Example: "After localizing our mobile app for the Thai
market, we saw a 34% increase in retention and a 21%
increase in paid conversions within the first 60 days."

Competitive Benchmarking

Use competitive data to show where you may be lagging or
where early localization can help you win:

e Analyze how many languages top competitors support
e Compare localized UX, web copy, and support content
quality

e Highlight customer reviews praising competitors'
localization—or critiquing yours

A competitor with weaker localization gives you a chance
to leap ahead, while a competitor with better localization
proves the market is already investing in this area.



Cross-Functional Collaboration

Localization doesn't exist in isolation—it touches multiple departments across your organization. Building internal alliances
strengthens your case and helps secure funding by demonstrating widespread impact and demand.
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Marketing Impact Support Impact

Translated campaigns increase click-through rates and Help center localization reduces ticket volume and
engagement metrics. Marketing teams can provide data resolution time. Support teams can quantify cost savings
on performance differences between localized and non- and customer satisfaction improvements.

localized campaigns.
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Product Impact Engineering Impact

Localized interfaces reduce usability issues and increase Proper localization infrastructure reduces technical debt
feature adoption. Product teams can share user testing and development cycles. Engineering can explain
results showing improved experiences. efficiency gains from structured localization processes.

When advocating for localization resources, ask other teams to share their pain points and show how localization helps
address them. The broader the internal demand, the easier it is to secure funding. Create a coalition of supporters by
demonstrating how localization solves problems for multiple departments simultaneously.

Consider organizing cross-functional workshops where teams can discuss their localization needs and challenges.
Document these insights to strengthen your business case with real internal use cases and requirements that span the
organization.



Addressing Common Objections

Even with a strong business case, you'll likely encounter resistance. Anticipating and preparing for common objections will
help you respond confidently and keep the conversation moving forward.

Objection Counterargument

"It's too expensive.” Localization is a scalable investment with clear ROI.
Propose starting small with a pilot project in one high-
potential market to prove value before expanding.

"Everyone speaks English now." While many people understand some English, research
shows 60% of global users prefer non-English content.
This preference directly impacts conversion rates and
customer loyalty.

"We can just use Google Translate." Machine translation without quality assurance can
damage brand credibility and user trust. Share examples
of embarrassing machine translation failures that
harmed other companies.

"Let's wait until we have more users.’ This creates a chicken-and-egg problem. You'll attract
more users because of localization, not despite it. Early

investment accelerates growth in new markets.

"We don't have the infrastructure.” Working with experienced localization partners provides
immediate access to proven tools and processes
without building everything in-house.

When facing objections, acknowledge the concern, provide data-backed counterpoints, and offer a practical solution or
compromise. For example, if budget is the primary concern, suggest a phased approach that starts with the highest-impact
content in the most promising markets.

Remember that objections often stem from lack of understanding about localization's strategic value. Use these moments
as opportunities to educate stakeholders about the connection between localization and their business objectives.



Building Your Localization Business Case

Localization is a strategic lever that bridges your product with the diverse needs of global customers. To secure internal

buy-in, you must frame it not as a linguistic expense, but as a high-impact investment in customer experience, brand

growth, and revenue.

Align With Business Goals

Connect localization directly to company-wide
objectives and stakeholder KPIs. Show how localization
supports revenue growth, market expansion, customer
satisfaction, or competitive differentiation—whichever
goals matter most to your organization.

Propose a Phased Approach

Develop a measured implementation plan that starts
with high-impact markets or content types. Include clear
success metrics for each phase and a timeline for
evaluating results before expanding further.

Present Compelling Data

Combine industry research, internal metrics, market
potential models, and competitive benchmarks to create
a data-driven narrative. Quantify both the opportunity
cost of not localizing and the potential returns of proper
investment.

Highlight Partner Benefits

Working with experienced localization partners like 1-
StopAsia can help you streamline workflows, avoid
costly cultural missteps, scale into new markets with
confidence, and maintain brand integrity across dozens
of languages.

By aligning your pitch with stakeholder goals, backing your case with data, and offering a phased, measurable plan, you can

overcome cost objections and lead your organization toward global success—all at a reasonable cost relative to the

potential returns.

Remember that advocating for localization is an ongoing process. Document successes, learn from challenges, and
continuously refine your approach based on results. Each successful localization initiative builds momentum for future

investments, creating a virtuous cycle of global growth and customer connection.



Take Your Localization
Strategy to the Next Level

Schedule a Consultation

Ready to transform localization from a cost center to a growth driver? Contact
1-StopAsia today to start your journey toward measurable global success.



https://www.1stopasia.com/contact-us/

