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G 
lobalizing a travel policy and 
program has become a key indicator 
for best-in-class travel management. 
The ability to drive adoption effectively 
throughout global markets, however, 

continues to be a challenge for many companies. 
One of the primary lessons learned by travel 
managers who pioneered globalization of travel 
more than a decade ago is that a top-down 
approach to global travel implementation is 
rarely effective when working with disparate 
cultures and markets of varying maturity.  
    In this white paper, sponsored by RADIUS, 
travel management professionals will learn 
about some of the most common local dynamics 
that globalization champions encounter when 
embarking on a travel program globalization 
effort—and how consideration of local prac-
tices, customs, and staff needs is the foundation 
for engaging individual markets and driving 
them toward well-defined global travel goals 
that support corporate priorities.

Keeping An Open Mind
In almost all travel globalization efforts, 
the motivation to consolidate the program 
is driven from a headquarters office. The 
initiative requires strong support from senior 
management as well as a true globalization 
champion to drive the strategy. The most 
successful globalization initiatives, however, 
pay close attention to travel dynamics in the 
local markets and take the time to assess the 
most strategic and reasonable way to integrate 
them into the global program.

Engaging local management is vital, of 
course, but digging deeper into the layers 
of travel stakeholders is just as important. 
Globalization leaders will want to engage 
travel bookers, travelers, workers councils (in 
certain markets), and other groups that could 
be affected by the changes. If possible, it is very 
helpful for those driving the consolidation 
process to spend time on the ground in each 
market to sell the benefits of the program and 
address pockets of resistance.

Leading globalization consultants have 
noted that in most travel globalization efforts, 
60 percent of the consolidated markets benefit 
from the program, while 20 percent of the 
markets realize no net change. For the last 20 
percent, however, a globalization effort can 
actually detract from their travel management 
achievements. Leaders who are sensitive to this 
fact may have better success in prompting local 
offices to take a backseat to larger corporate 
priorities, such as traveler safety, even when these 
larger priorties cut into their freedom of choice  
or local cost and administration efficiencies.

Showing a clear business case in these 
markets is critical, as is strong backing from 
corporate headquarters. It is imperative for 
the program, however, for globalization 
leaders to make exceptions to mitigate service 
discrepancies, increased costs, or other negative 
impacts to the local market.

That said, globalization leaders must also 
take advantage of in-market assessments to 
learn about innovations or alternative best 
practices that local markets may have in place 

Corporations take several different routes to travel program globalization, 
but one rule is paramount: Understanding and serving local markets is 
critical for success.
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that differ from the planned implementation—
even in markets that may be considered less 
mature. For example, mobile communications 
may be more robust in an Asia-Pacific market 
and a successful mobile communications 
strategy there might be worth adapting to the 
program as a whole.

Understanding that the assessment process 
is a two-way street will put a globalization 
project on the road to success.

Market to Market: Due Diligence
A stakeholder council—comprised of local 
management, travel bookers, travelers, workers 
council representatives and others—can be 
very useful to guide market-specific inquiries. 
While globalization leaders should have a very 
good sense of the larger categories to explore, 
details will emerge through the assessment 
process that will inform how a corporation 
establishes a global policy and whether it 
requires market-specific addendums to address 
local needs.

The following are some of the major lines of 
inquiry that a global travel management team 
should review with each market.

w	 IN MARKET: CULTURAL CONSIDERATIONS
Both local culture and corporate culture 
deeply influence global travel management. 
One obvious cultural difference by market is 
language, but there are many cultural issues 
that need to be understood. 

It is important to identify attitudes about 
business travel and who actually is entitled 
to travel. In many cultures, business travel is 
reserved for management and is considered a 
privilege. In such markets, globalization leaders 
must consider the best way to maintain the 
high level of service expected by these executive 
travelers: Can such a service orientation be 
maintained within the global policy or will the 
local market require exceptions? Will a global 
travel management company (TMC), perhaps 
with a VIP desk, serve the need or is a local 
service provider better?    

Alternatively, travel management might also 

need to weigh these existing travel restrictions 
against the potential need to broaden the 
business travel population in those markets—
and the policy or implementation implications 
that could emerge in that case. Are credit cards, 
for example, commonly used by the potential 
travel population or would qualifying for a 
credit card become an issue? Another example 
is how to support infrequent travelers. In 
certain countries—Thailand is one example—
travel allowances commonly include money 
for clothing and/or luggage, which would be 
very uncommon as a global policy component. 

Sometimes, the culture around travel and 
the level of travel services are intertwined 
with local technology capabilities, costs, or 
even regulatory issues. In Brazil, for example, 
payment via invoice is common, particularly 
for hotels, due to a “record of payment” 
requirement. In China, high-touch travel 
services, such as paper ticket delivery, can be 
less expensive than implementing technology, 
due to low labor costs.

w	 IN MARKET: UNDERSTANDING 
REGULATORY ISSUES
There are numerous—and widely varied—laws 
and regulations that influence travel practices 
in individual markets. These regulations 
can even shape workflows and how travel 
management decisions are made. 

Globalization leaders must explore duty 
of care legislation, which can drive policy 
decisions. They must also look closely at 
data privacy laws, which can dictate how 
much information can be gathered from an 
individual traveler and how it can be shared 
with third parties, including TMCs or security 
companies employed to support the initiative. 
Working through the required approvals can 
be time consuming.

There are also issues around per diems and 
how travelers must be reimbursed for costs 
incurred when traveling on behalf of their 
corporations. For example, mileage can get 
particularly tricky when based on engine size 
or reimbursed at variable rates once a particular 

“It is important to 
build that local team 
and take them for 
a ride at inception, 
all the way from 
assessment to 
your long-term 
vision of corporate 
objectives… Once 
you lose local 
support, it is very 
difficult to recover.” 
– Albert Taras, Managing Partner, 

TCG Consulting 
 
BTN Group webinar 
“Strategize Global, Act Local” 
October 2012
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mileage threshold is met. 
VAT reclaim can also be complex—

especially in Europe where the percentages 
paid for VAT differs by country. In this 
region, some costs are VAT-deductible in 
certain countries but not others. In Germany 
and Russia, but nowhere else in Europe, 
VAT is applied to domestic air travel. Russia 
has completely different VAT rules from the 
European Union; if a business is not registered 
there it cannot reclaim any VAT. 

Also in some European countries, such as 
Germany,  workers councils can be extremely 
influential in decision-making related 
to corporate policies and processes, and 
corporations are required by law to work with 
them. 

As market assessments are made, it is also 
important to differentiate long-standing 
practices from actual regulatory requirements. 
While it is up to globalization leaders to 
determine the facts, they must also bear in 
mind what can and cannot be changed from 
a cultural standpoint—always with an eye 
toward the larger goals of traveler compliance, 
safety, and a global view of data for long-term 
management.

w	 IN MARKET: TECHNOLOGY READINESS
Acquiring good data is a critical goal for 
globalizing travel, and in mature travel 
management markets around the world, 
technology is the lynchpin that makes data 
capture possible. Deploying best-practice 
technology solutions—as defined by a U.S. 
headquarters office—in each market scheduled 
for a global travel program, however, can be a 
non-starter.

Availability of commonly accepted travel 
management technologies can be limited in 
certain markets, and the business case for it 
might not even add up for online booking, 
expense, and other tools. China is a perfect 
example: due to low labor costs and high 
technology implementation costs, online 
booking and touchless transactions that feed 
booking data directly into a TMC database may 

not be the best use of limited implementation 
resources. In addition, the willingness of 
travelers to adopt technology solutions can be 
a critical concern in many markets.

A best-in-market TMC will have alternative 
solutions to serve the location in question and 
transfer the necessary data to the corporation. 
For example, use of non-Roman alphabets 
can complicate data issues, making a TMC 
that is very experienced in data collection and 
transfer invaluable.

If online booking and expense tools are 
adopted, it is vital that globalization leaders 
consider the ability to access local content 
through those tools. Local suppliers that are 
not distributed through major GDS systems 
can be essential to regional travel strategies 
and they can help keep costs down. Working 
with a TMC that can provide booking support 
or integrate additional online tools that allow 
for self-booking is important.

Supplier Sourcing & Local 
Content
Supplier sourcing can become a contentious 
issue when globalizing a travel program. Aside 
from choosing the TMC, whether a global 
provider or an in-market partner, the strategy 
of sourcing preferred air, hotel, and ground 
transportation partners can be fraught with 
complexity for a globalized program. 

For many companies—especially those 
that are looking for every cost savings 
opportunity—the motivation to consolidate 
volume and push business through large 
global providers is powerful. Depending 
upon company culture and the markets that 
are involved in the consolidation, companies 
with this goal can experience varying degrees 
of success.

An important aspect to consider, of course, 
is the amount of service that the supplier 
can actually provide to the market—whether 
it is airlift, accommodations, or ground 
transportation. If the preferred supplier makes 
it inconvenient for travelers to comply with 
the global travel policy, it is likely that they will 

“We have to know 
where our people 
are on a moment’s 
notice. We also 
have minimum data 
requirements on the 
spend element. We 
need to understand 
spend in order 
to increase and 
exercise leverage 
across the firm.” 
– Doug Weeks, Director of 

Global Sourcing, Booz & Co.
 
BTN Group webinar 
“Strategize Global, Act Local,” 
October 2012 
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fall back to a local or alternate supplier who is 
not sanctioned by the program. Balancing the 
need to support global supplier contracts with 
the expectations of travelers, who want to move 
quickly and efficiently between destinations, is 
important. 

For many companies this requires some 
flexibility in their supplier partnerships and a 
realistic expectation of what travelers can absorb 
when it comes to direct versus connecting 
flights, distance to preferred hotels from main 
offices, and other compliance mandates. 

Globalization leaders need to look at local 
preferred agreements and compare them to 
what may be possible with global agreements. 
If local agreements are an option, what is the 
process and how are the details of the agreement 
communicated back to headquarters? Will the 
booking data be captured and can the TMC and/
or online booking tool handle the transactions? 

As the program matures, leaders must 
review the efficiency of local agreements and 
how they are tracking with global contracts 
as far as price and service. Over time it may 
be clear that markets that began with limited 
benefits from the global program have further 
opportunities for cost savings and service 
improvements as suppliers expand their 
portfolios in the region. 

LONG-TERM MANAGEMENT & 
COMMUNICATIONS
With all of the considerations of rolling out a 
global travel program, the ongoing process of 
maintaining the momentum for the initiative 
cannot be overlooked. Communicating in 
local languages when possible is an excellent 
long-term goal, but even more important is 
tailoring program information so that local 
markets are not bombarded with irrelevant 
messages or made to feel that their market is 
not as important as others.

Globalization leaders should ensure that 
intranet sites and other general-use travel 
message  are broad enough to include worldwide 
markets. Such broad strokes, however, can be 
supplemented by details designed to include 

all markets, such as weather updates that rotate 
through major office locations or supplier 
news that touches the majority of the travel 
population. 

Directing users to their own segment of the 
travel website or tool after log-in is critical. A 
repository where travelers can easily access the 
global policy in addition to specific regional 
addendums will support them in their efforts 
to comply with the program. Regional pages 
should include local travel news and messages 
about local suppliers so that travelers and local 
managers feel supported and equal to the 
headquarters location.

The same holds true for email communi-
cations: Tailoring messages to be relevant 
to the target market is key. And progressive 
global travel managers are using social media 
sites like LinkedIn to create special groups 
of travelers that can communicate with each 
other about critical events or regional supplier 
details. 

Beyond electronic communications, local 
TMCs and agents must be well trained in 
both the global and local policies, as well as 
knowledgable about the overarching corporate 
objectives  in otder to properly support travelers 
locally. 

Ensuring a sense of location and community 
in the travel program—even as it grows—is 
important to driving compliance and overall 
globalization success.

CHART THE COURSE TO 
GLOBALIZATION SUCCESS
Globalizing a travel program is a complex 
and long-term commitment, but it should 
yield results in the form of enhanced traveler 
safety, increased business intelligence, supplier 
discounts, and reduced administration 
costs. One of the best pieces of advice for 
globalization leaders at the beginning of 
a globalization effort is to seek out other 
divisions or categories that have globalized and 
take advantage of their experience. 

With or without that benefit, travel 
program globalization leaders should keep 

“You must 
recognize that 
these locations 
cannot always 
conform to travel 
management 
practices that are 
standard in the 
United States. Once 
we learned to start 
talking at a local 
level... we learned 
to accommodate 
local needs and 
concerns.”  
– Sally Abella, Director Global 

Travel, Harman International 
Industries 
 
BTN Group webinar 
“Strategize Global, Act Local” 
October 2012
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the following top of mind as they assess local 
markets and drive implementation:

• Recognize the different stages of 
consolidation at the local, regional, and 
global levels. Not all local markets start from 
the same baseline, nor will they progress at 
the same rate.

• Understand and communicate benefits of 
globalization at all levels. The benefits may 
accrue to the organization at the global 
level, so be sensitive to markets that do not 
see clear local advantages.

• Identify and prioritize the drivers of 
consolidation. Don’t expect to achieve every 
goal in every market.

• Choose the best practices from every 
region. Just because it was not invented at 
headquarters doesn’t mean it isn’t effective.

• Be comprehensive in building support at 
the local level, including all levels of travel 
stakeholders in addition to management. 

• Develop a local plan for sourcing and 
implementation.

• Implement plans one market at a time—the 
globe is too big and varied to change all at once.

Travel program globalization leaders should 
keep in mind that there are tangible benefits 
to working with travel management services 
providers that have demonstrated domestic 
experience in each of the markets that will be 
integrated into the global program.  While 
it is not necessary to work with each of these 
providers individually, global TMC networks 
are available to provide local industry knowledge 
and cultural expertise while still driving a 
program toward corporate globalization goals. n
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