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INTRODUCTION
Scaling your company internationally is a tough, risky and
expensive endeavour. The DutchBasecamp
Internationalisation Canvas is developed to help you
save time, money and energy in this challenging process.
Our story was written in the Netherlands. A small
European country with a long history of international
trade. In 2018 we ranked 2nd in the world in The Global
Innovation Index (1) and our startup ecosystem produced
major IPOs with Adyen and Elastic. Our internal market is
relatively small, which means that hungry and ambitious
Dutch startups need to make moves to new international
markets in a relatively early stage. In most cases, this is
done with limited funding and fewer than 50 people on the
payroll.

The Silicon Valley way?
If you are going to scale your company internationally with limited resources - you need to get it right. Raw ambition,
ground-breaking ideas, and market potential only is not enough. The main problems arise when small startups seek to use 'the
Silicon Valley playbook'. American ideas and American products are not necessarily better than their Dutch counterparts, but their
domestic market is over 47 times as big (According to the CIA World Factbook, GDP of the USA and the Netherlands 2017 est.) (2).
This gives US startups growth potential and VC-fuelled war chests before they cross borders. This allows American companies to
enter new markets aggressively. This means whilst US startups enjoy abundant funding which acts as a safety net as they scale;
Dutch scale-ups need to be smarter and leaner with fewer resources.

Your internationalisation strategy
In your home market, you usually know what to do through experience. You understand your customers, you are familiar with your
competition, and you know instinctively what is important and what is not. When you decide to scale your company to a new
market you cannot solely rely on this local knowledge and network, you need a proper strategy. To help you build this strategy we
developed the DutchBasecamp International Canvas. It provides you with the structure to support your international endeavors,
showing you which factors are important and which issues are urgent. Most importantly, it will help you to sequence your steps for
international market entry and save time, money and energy along the way.

Preparation is key
At the end of the day, it is about balancing your entrepreneurial mindset that sees opportunities everywhere with a rationale to
support those hunches. You can do this by preparing properly for your internationalisation. The DutchBasecamp
Internationalisation Canvas was designed to guide you with exactly that. Even better, this approach is supported by hundreds of
real-life cases from startups and scale-ups who have done what you are about to do or already started doing: scale up
internationally.
1. The Global Innovation Index - https://www.globalinnovationindex.org/Home
2. According to the CIA World Factbook, GDP of the USA and the Netherlands 2017
est. - https://www.cia.gov/index.html
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HOW TO USE THE
INTERNATIONALISATION CANVAS
The DutchBasecamp Internationalisation Canvas, hereafter referred to as the Canvas,
groups similar factors together in one of three phases: Market Opportunity, Go-to-Market
Strategy and Organisation. Before discussing these, it is best to acknowledge one simple
point: the devil is in the detail. Successful companies prepare well, and failure often follows a
lack of preparation. Of course, you could get lucky. But our experience shows that the
luckiest companies also tend to be the best prepared. Here are the three phases,
approached in sequence:

THE MARKET
OPPORTUNITY
This involves fully
understanding
market opportunities
for your business

YOUR
GO-TO-MARKET
STRATEGY
This involves making
decisions on how best
to enter your chosen
market(s);

YOUR
ORGANISATION

This involves planning
and building the right
organisation to execute
the Go-to-Market
strategy.

This work is licensed under a Creative Commons Attribution-NonCommercial 4.0 International License.
If you would like to obtain additional permissions to use the work beyond those granted by the license
that has been applied, or if you are not sure if your intended use is permitted by the license, please
contact us via info@dutchbasecamp.org.

The three phases of the Canvas are intended to be
addressed in sequence or consecutively. Most likely, multiple
iterations can be expected during this process. Many
companies who are deciding whether to scale internationally
may complete the Canvas several times for a number of
candidate markets, possibly skipping problematic factors or
time-consuming decisions, before choosing one. They will then
revisit the Canvas more rigorously having decided where to
invest, and use it to validate their chosen market and strategy.
International founders used the Canvas simply to identify
blanks - gaps in their understanding - and to surface
assumptions in their planning. These insights helped them to
target their research on key issues, and enabled them to revisit
the Canvas later to validate their internationalisation plans. We
have offered the Canvas to founders since spring 2018, and
have gone through many iterations. Besides us, our partner
weGrow, a consultancy ﬁrm for scale-ups’ internationalisation,
has been stress-testing this Canvas. Given our validation with
numerous top European scale-ups, we are now ready to share
the Canvas with the world. Each of the three phases - Market
Opportunity, Go-to-Market Strategy, and Organisation - is
followed by a series of questions. If you are using the Canvas
simply to compare market options then ‘don’t know’ or ‘maybe’
are valid answers. If you are using it to assess the maturity of
your plans, the same questions will enable you to assess
readiness to scale up into new markets.
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ABOUT

MARKET
OPPORTUNITY

If you are reading this we assume you have an
entrepreneurial mindset: you see opportunities everywhere
and love to capture them.
However, when scaling a company internationally that can-do mindset can get you into trouble.
There are opportunities everywhere! What you want to avoid is running after all of them, since
you will spread your energy too thin. Unless you have 12 days in a week and unlimited funding
(stop reading now, Elon Musk) make sure to focus your resources. Focus them on the biggest
opportunities, the ones who will bring you “the most bang for your buck”. By developing a more
critical mindset you can dissect and re-evaluate market opportunities.
Together the next six blocks (Size & Growth, The Need, Competition, Regulation, Culture,
and Pricing) represent the Market Opportunity for your company. Once you have deﬁned what
a market opportunity looks like for your company, you can cut your longlist back to a shortlist of
interesting markets, by comparing the markets and giving a score to each block.
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1. MARKET OPPORTUNITY

Size & Growth

Competition

Let’s start with the obvious one: the size and projected growth of
your target markets. You might already be familiar with pitching
your TAM (Total Available Market), SAM (Serviceable Available
Market), and SOM (Serviceable Obtainable Market) to investors.
Combine this with the expected and/or predicted growth of that
market and you get a good idea of the market potential for your
product. Of course this is just a number; it does not tell you anything
about how hard (or easy) it is to capture that market. To assess the
true market potential we will have to dive into different aspects of
your product-market ﬁt (3). By dissecting your product-market ﬁt,
you help yourself to look beyond the obvious market size and
growth variables.

Competition is everywhere, and it is a double edged sword representing both opportunity and threat. On the
one hand, a new market with low competition offers you a ﬁrst mover advantage, and a chance to grab a
large chunk of the market. However, you would have to spend resources to create that market by raising
awareness among potential customers. A marketplace without competitors also often contains hidden perils;
you always need to know why the forest is empty. On the other hand, if there are active competitors they will
already have built customer awareness, and offer evidence for the market potential. Pre-educated customers
already familiar with your product and proposition may be easier to sway. Active competitors, though, are
likely to become even more active when you enter their market. Expect a response, remember that they are
likely to know the market better than you do, so budget accordingly. Be prepared that your competitors might
use your newcomer status against you. It might be easier for them to persuade their customers that you are
not as familiar with, or invested in, in the local market. You can solve these kinds of issues when building your
Go-to-Market Strategy and setting up your organisation by building a local team, and bringing founder DNA
to the new market by moving there yourself.

3. “Product-market ﬁt means being in a good market with a product that can satisfy
that market”. Marc Andreesen, 2018.

Regardless of what market you enter, carefully assess how you differentiate yourself from your competitors
(see The Need): it is important to know your USPs inside out, and understand what aspect(s) of customer
need only you can meet. Be particularly aware of hidden competitors and avoid relying solely on a simplistic
breakdown of regional market share. How are your customers currently solving their problem? Are there online
players delivering products or services across national borders? Are there local alternatives or substitutes to
the product or service you are offering? Over decades, US popcorn companies repeatedly eyed the UK
market, in which there were only weak rivals. According to legend, some even assessed the potato chip
market and found no competitors there either. They all, of course, ﬁgured things out in the end: UK customers
do prefer chips over popcorn, they just call them crisps.
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1. MARKET OPPORTUNITY

Pricing

Regulation

Consider pricing in your potential target market(s), is it identical to
your home market or not? Purchasing power differs, with some ‘fun’
indicators such as the BigMac Index and the tech-savvy Spotify
Index. More importantly: market maturity can differ radically. A
product that is a premium-priced novelty in the Netherlands may
have economy-priced throwaway alternatives in Hong Kong. And, of
course, the customer need may differ - the problem that your
product solves may simply be more present in some places. Pricing
is also experienced as a quality indicator in some countries. We
know of more than one Dutch startup entering the US market who
had to dramatically raise their price to make sure customers valued
the quality of their product in the same way as their Dutch
counterparts. If this is the case for your offering too, it might make
the US market more attractive. So ask yourself, what price might
your customers be willing to pay for you to take away their pain?

Regulations can be a major hindrance for smooth market entry. However updates in regulation can offer
opportunities for the ingenious entrepreneur, more about that later. Red tape differs across borders, and
entrepreneurs often make the mistake of cutting corners before fully understanding the implications. We ran
into a scale-up who had already invested over $100.000 to bring their product to the United States, before the
founders discovered that they would actually need to invest an additional $1.000.000 for authorisation to sell
their product legally in the US - a million dollars which they did not have.

Remember that this phase is not about you making decisions; it is
about you understanding and building your own criteria to compare
different markets. This means that you need to ask-ask-ask and
listen-listen-listen. Your sole mission (again) is to become
acquainted with your potential new market(s).

Although regulations can be complicated they do tend to be relatively accessible nowadays. Solid research
will arm you with a starter pack of information, and government agencies or trade missions can aid in
ﬁguring out the red tape you will be dealing with.
Most founders have a creative and energetic personality, which could be why bureaucracy may appear
discouraging. The good news is, you do not have to know everything yourself, you just need to know enough
to ask the right questions. Lawyers can help you to untangle difficult bureaucracy to work out the path
forward, but legal counsel is also notoriously expensive. Know what you want to know, and don’t be the next
founder who receives a jaw-dropping invoice for asking questions listed on Wikipedia.
Remember that regulation and legislation regularly offer opportunities to the savvy entrepreneur. We know
of a scale-up that made proper use of educational legislation reform in Finland where the Finnish government
decided that from 2017 on learning to code should become part of the curriculum in primary schools.
Therefore, this new legislation provided a big opportunity for those owning an EduTech startup in the
Netherlands that teaches programming. Similarly, environmental legislation put in place can be a massive
opportunity for Clean and GreenTech startups.
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1. MARKET OPPORTUNITY

Culture

The Need

Experienced entrepreneurs who have successfully scaled internationally consistently cite the importance of
understanding the ‘foreign’ (business) culture. In most cases this was due to an unpleasant and unforgettable
experience - one in which they lost a great deal of time, money and energy. It is important to become aware, if you
want to achieve a good product-market ﬁt. Successful founders are particularly vulnerable to this blind spot. Being
international does not mean that you understand Polish culture, or German lifestyles, or American tastes especially
well. The word ‘foreign’ means ‘different’, and it greatly helps to understand the differences.

This one little word - ‘need’ - can hide sink-hole sized challenges for
the unwary entrepreneur. Just because your product sells like hot
cakes at home does not guarantee you international success. You
must ﬁgure out exactly what it is that makes your product sell; what
is it that your customers are paying for? Start by looking at the
product-market ﬁt in your home market, and listen-listen-listen to
your customers. The need for your product is often deﬁned by the
nature of the problem that your users experience, because your
product clearly solves this particular problem.

Understanding different cultures can be done in multiple ways. You might want to talk to expats from your target
region: what differences did they notice when they came to your country? The most important tool that we use for
this purpose at DutchBasecamp is the Culture Map. It enables you to map differences in business culture and
understand how they differ amongst countries. Finally, networking is a key skill. We are true believers of
founder-to-founder connections: no one else can better explain what to expect and how to prepare for different
cultures than a founder who has been selling in your target country, preferably to the same kind of customers as you.
Finally, remind yourself of the importance of understanding culture. There are embarrassing failures awaiting those
who get it wrong. eBay spent $300m dollars in China before realising that their customers did not understand the
idea of bidding in an auction (4). There are also numerous examples of entrepreneurs launching products into a
market with a different language with a product name that relates to an embarrassing bodily function. If you want
to overcome those cultural differences, be prepared to tweak your product, your message, your value proposition,
and your delivery to match it with local culture. We will dive more into this at the Go-to-Market Strategy.

Try to make the need deﬁnition for your product as narrow and
measurable as possible, and then use that deﬁnition to assess the
strength and volume of true need in your potential target market.
Needless to say, it is fundamental that you do not scale to a new
market before you have discovered your product-market ﬁt in your
home market. We ran into a number of founders who were trying to
sell their products in new markets because they would not sell at
home. It could be that your product is designed for an emerging
market - in which case you are an exception to the rule. However, in
general if you ﬁnd yourself seeking validation elsewhere due to low
adoption or demand in your own backyard, this is a sign to review
your existing product-market ﬁt and value proposition ﬁrst.
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4. Alex Lee “A Case Study on International Expansion: How eBay Failed in China”

SUMMARY

MARKET
OPPORTUNITY

Here are some checklist questions to gauge your readiness:

Use the DutchBasecamp MO-analysis tool (5) (Market Opportunity) to compare

different markets. Is the analysis easy? Do you have the answers? Can you make a
plan for the blanks in the analysis?

Do you have enough data to idenitfy your TAM-SAM-SOM (6) for your target
market(s)?

Before moving on to strategy,
it’s time to catch your breath.
Look at the Market Opportunity from different perspectives: avoid
underestimating indirect determinants of success like regulation and costs or
overlooking a gem of a market with low regulation and costs, just because it
is smaller. Constantly deploy a critical mindset, to ensure that you are not
making assumptions based on your local experience, but be open to learn as
much as possible about your target countries.

Can you describe your typical new customer? Their needs? Can you predict what

they might say if asked why they chose your product, and how this differs from your
home-market customer?

Can you conﬁdently compare and contrast different markets? Can you list key
differences and similarities between your target and home markets?

Who are your competitors, in what ﬁeld do they operate, and how big is their
market share? How do you ﬁt in?

Can you name the legislation or permits that affect your target market? Do you
understand the role of local (state/city) government within your business domain?

Is there a need for a different pricing strategy in your potential new market(s)?
5. DutchBasecamp offers this tool within their programmes
6. https://en.wikipedia.org/wiki/Total_addressable_market
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ABOUT

GO-TO-MARKET
STRATEGY

OK. So now you are an expert on assessing market
opportunities, and you understand which markets might be
interesting for your product.
In this second part of the DutchBasecamp Internationalisation Canvas we dive into seizing the
Market Opportunity. There are ﬁve major topics to discuss, which are essential for developing
your Go-to-Market Strategy. The Product Localisation, Marketing & Sales, People &
Partners, Distribution Channels and ﬁnally the Value Proposition.
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2. GO-TO-MARKET STRATEGY

Product
Localisation
This topic is at the heart of scaling internationally: how to balance
globalisation with localisation. This is not easy: major US unicorns like
Airbnb, Uber and Groupon have spent (a polite word for ‘wasted’) billions
seeking the right blend. Entrepreneurs experienced in international growth
of tech companies warn against underestimating local differences. Dutch
founders planning to scale up in China have few illusions about the scale
of their challenge. Those planning to do business in Germany or Belgium,
though, oftentimes underestimate the difficulty of getting the
product-market ﬁt right. We identify ﬁve subcategories of product
localisation to look into.

1. Language.

Most of us have sniggered at auto-translated or
awkwardly-translated websites. Please do not create such a website. This
is especially important in mature European markets like France and
Germany, where they expect and demand a degree of sophistication in
the written word. Depending on your vertical and whether your company
is B2B or B2C, in the Netherlands you can cheat a little by having an
English website, but in many markets this is counter-productive. Make
sure that the local language is written by a local (and/or use a talented
copywriter). In practice, this may mean that you need two sources of
language expertise: one to write your copy, and another to review it
objectively. Bare in mind that you might have a different value
proposition in different markets, more about this in Value Proposition,
making it important to highlight certain aspects of your product more in
one market or language than the other. It is not just about translating the
website, it is about implementing the local value proposition.

2. UI/UX.

Often overlooked but massively important, especially if your
business is B2C, to increase your Net Promoter Score (NPS). Speak to both
home-market and new-market customers to understand exactly how they
(plan to) use your product. You may be surprised by the range of cultural
differences that exist. Small adjustments with UI/UX can yield impressive
results (7).

3. Payments. If you are selling something online, think about local

payment solutions. In the United States most people pay with credit card,
but within the EU, every country has different preferred online payment
solutions. You can use Adyen and Stripe to provide all of them, but make
sure to push the right ones in different countries.

4. Technical integrations.

It is important that your product
technically ﬁts the new market. This is where you take into account the
new market rules and regulations, the systems your clients are using, and
other for your business speciﬁc technicals.
Eagle eyed readers will have noticed that we mentioned ﬁve categories to
be considered. In this stream of consciousness, there is always a category
labelled ‘Other’ which will vary dependent on the speciﬁc market and
particular product involved. Your challenge is to identify what else needs
to be tweaked to get the correct product-market ﬁt.
7. Jenny Shen wrote a very informative blog on this matter:h
ttps://blog.prototypr.io/ux-design-across-different-cultures-part-1-1caa12a504c0?gi=ecb2a2352f49
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2. GO-TO-MARKET STRATEGY

Distribution
Channels

Marketing
& Sales

If you are dealing with a physical product, you need to think about physical
issues. How will product distribution work? Will you use a retail network or
direct sales? Who will manage transport, logistics, and warehousing? What
about excess stock, defective goods or other returns?

Most products do not sell themselves. Maybe in your home market you had a terriﬁc
marketing, PR and sales strategy in place to get your product the attention it deserved. Almost
certainly, though, it did so with considerable hidden help. When you got started you told your
colleagues, friends and relatives about your innovative product. You probably used your personal
network to get your launching customers. Maybe mum helped. People loved what you were doing
because they were close to you, fuelling organic growth. Scaling internationally is different. You
lose those homegrown advantages and your marketing and sales strategy becomes critical. It
must stand on its own. Looking at marketing, your choice of channels needs to be good, your
message needs to be great. Consider the many options to get your product in front of potential
customers: SEO, AdWords, Instagram, tech-shows, competitions, awards, trade missions,
whitepapers and more. Be prepared to test-run and modify strategies if market outcomes
are not clear.

Software offers different challenges. What are average broadband speeds in
your target market? What operating systems predominate? Do you need
additional product testing? How will technical support work?Do you need to
take time differences into account here too?
Distribution invariably involves partnerships, and it is important to choose
your partners carefully. Most important of all, this keeps your brand
reputation protected early in the scaling-up process. Mistakes are not
unavoidable, but they are common. Be prepared to deal with them promptly,
and give extra attention to after-sales support in the early stages of
internationalisation. Great customer feedback in your home market will not
help you if you get a bad reputation abroad.

If you are selling to other businesses you will probably employ salespeople. As a founder you
might be able to do those ﬁrst international sales yourself, but by now you know one simple truth:
"locals know best". Finding the right local salespeople is a major challenge for many B2B
companies scaling to new markets. It might be one of the single most important factors of your
success abroad: your ability to attract the right local salespeople that ﬁt your company culture.
Again (and we offer no apologies for offering the same advice repeatedly) make sure that you
use local knowledge, start building a local network, and get expert internationalisation advice.
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2. GO-TO-MARKET STRATEGY

People & Partners
Locals know best, that much is evident. They understand the local cultural
complexities, and can introduce your company and product to their local,
well-established network. It is time to hire or make deals. Find great people to
work with, whether they are partners, resellers, or employees. Who do you need
to bring in for that vital local perspective? What speciﬁc knowledge and
experience does your GTM-strategy demand?Will one of the founders go to the
new market to manage your interests, or will there be locally hired leadership?
What partners do you need to get that vital ﬁrst foothold in the market? You
may consider points of sale, resellers, sales agents, and support teams. Finding
the right country lead is something to invest considerable resources in. Good
quality country leads are hard to come by and should ideally possess all the
below traits (8):

Near native - fully understands the intricacies of the local culture;
Networker - great contacts in the relevant sector for the company;
Revenue generator - proven ability to bring in a return on investment;
Mediator - experience in managing different stakeholders;
People skills - being able to communicate a vision, inspire commitment
and adapt to feedback; Brand ambassador - be proud to represent the
company.

Value
Proposition
Even experienced entrepreneurs admit to making surprising, even
embarrassing, mistakes when hiring during the scale-up phase. The
mistakes often involve misunderstanding capabilities and lack of network
power. It is easy to misidentify an American potential hire’s great
presenting and sales skills for actual sales skills in your line of business;
Americans being so used to presenting themselves, having been drilled in
these skills from kindergarten and thus rest on the assumption that they
will easily wow the European crowd. Here, again it is important to build a
local network to help you with interpretation and references. Your local
embassy or consulate can often get you started with this network.
DutchBasecamp offers an international network in the primary target
countries of Dutch entrepreneurs (9).
Finally we want to mention that your business model might change if you
start working with partners or resellers. If your business is a B2C company
at ﬁrst, you can transition your business into a B2B2C company
internationally. This might have implications for your organisation and the
kind of employees you need, like a partnership manager. We will cover this
under Organisation / Organisational Structure.
8. This list is based on experience of our internationally active founders in the DutchBasecamp
international scale-up founders network and on the input we gathered during an event together with
Direct Impact and weGrow on March 28th, 2019. Thank you to all contributors.
9. www.dutchbasecamp.org/international-network

Your value proposition is immensely
important. It is where the Market
Opportunity meets your Go-to-Market
Strategy. A successful value proposition
builds on the customer need but retains
links to your company culture, sensitive to
local factors. As customer needs and
local factors vary, this means that your
value proposition could be different in
every market. Think, and test, which of
your product USPs resonate best in the
market? Build on these to position your
brand and your product correctly every
time.
It is important - though painful - to
remember that in a new market no one
cares about you. There is no company
tradition, no brand familiarity, no
customer loyalty - yet. But hey, you are
actively preparing now to make the
people care about the value you bring.
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SUMMARY

GO-TO-MARKET
STRATEGY
It is important to validate each phase of the
DutchBasecamp Internationalisation Canvas.
Make it your mission to ﬁnd out what you have missed. We created a
checklist to help you discover the blanks. Here are some questions to gauge
your readiness under the Go-to-Market Strategy phase:

Here are some checklist questions to gauge your readiness:

Assuming that you have a great new strategy: can you clearly explain why
someone else has not already done it this way?

How much

work does your product need to cater for a new language? And who

will do the translations?How will you measure or know the changes your UI/UX
needs? And which resources do you need to implement those changes?
Have you involved your CTO in creating a clear timeline for implementing the
necessary localisation changes into your product?

Who

will be delivering the message that your product is now available in the new

market and how?What partnerships will you need to store and distribute your
product, to promote it, sell it, and support it?What are the strategic partnerships
you can leverage?

Could

you explain to a new-market customer exactly why your product meets

their needs? Why should they buy your product?

Imagine yourself a year in the future. Can you speculate on what counter-steps
your competitors took when you entered their market?

How

will you ensure your new hires and new partners understand the customer’s

needs, and how your product meets these needs?
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ABOUT

ORGANISATION

In the Market Opportunity phase, we dissected the potential of a market. In the
Go-to-Market Strategy phase we looked at how to seize this opportunity. In the last chapter
of this guide we address the implications of executing your Go-to-Market Strategy on your
Organisation. The foundation has to be laid by the founders and its Management Team. This
‘foundation’ metaphor is important. It helps to have something solid to build on. Unless your
existing team and your home operations are robust, it is unlikely that you will be able to scale
effectively. And by effectively we mean without losing too much time, money and energy. Try
to ﬁx any problems at home ﬁrst. Then, invest in ﬁnding the right people to work with.

This is not something to rush - doing things properly will
save you time, pain and money in the long term.
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3. ORGANISATION

Goals & KPIs

Organisational Structure

Identify what you are aiming for and how you are going to measure your path towards
these goals. We consider Key Performance Indicators (KPIs) but you could also approach
this with OKRs (Objectives and Key Results), or another way of measuring success. During
your assessment of the Market Opportunity and building of your Go-to-Market Strategy, it is
important to set clear measurable goals and milestones. These goals will form the basis of
your budget. Perhaps more importantly, it will help your team understand what is expected,
and allow you to monitor what is being achieved. And ﬁnally, together with your founding
team or investors you should decide on when it would be time to pull out of a market.

After analysing your Go-to-Market Strategy thoroughly, you should have a pretty good idea of
what new hires and partnerships may be needed. Now it is time to consider how your
organisation as a whole will operate. You might consider the issues team by team: which
teams will stay unchanged by the international expansion? Which teams will simply increase
the volume of their existing operations? Which teams need to be geographically close to the
market? Which teams will need to change how they work? Which teams need to be newly
created?

Therefore, think about developing sensible sales targets as part of your strategy; both
growth targets during your launch, and operating targets to be achieved after your initial
growth stage. These targets will represent your speed of international growth - a key factor
to determine the organisational changes you need. If you are intent on rapid growth to
seize market share, your new organisation must be well-established and stable by the time
you begin operations. If you choose a lean launch to reduce time to market, with only
delivering a market speciﬁc MVP (Minimum Viable Product), then a more phased approach
to organisational change may reduce cost and risk.

Now that you are going international, think about clear lines of communications. How will you
cascade a consistent management message to your teams at home and abroad in case you
are setting up new teams?How will horizontal communication (between teams in different
countries) be achieved? How about training? Promotions and transfers? Company events?
Christmas party? Involve your teams to consider the practical aspects of your new plans.
If you are planning to work with partners and/or resellers, you might also want to consider the
organisational implications. Who is going to manage your partners and resellers? You might
need to hire expats as account managers, this may result in the creation of a new department.
Of course working with expats has implications for your company culture too. We will discuss
this further in "Investment". A great reference for building a scalable organisation is Verne
Harnish’ Scaling-up.
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3. ORGANISATION

Legal

Finance

If you have researched the Market Opportunity thoroughly and developed a clear
Go-to-Market Strategy you will be well-placed to address the legal aspects of
internationalisation. The decisions you make will clearly be driven by the speed and
conﬁdence of your Go-to-Market Strategy. A step-by-step strategy, with go-or-no-go
decision points, may require temporary arrangements until your business is established.

Your ﬁnancial set-up will obviously be driven by your legal structure and whether a
separate legal entity will exist, and whether you will need to publish separate accounts. First
things ﬁrst: sales and revenue. Where will your incoming payments go? To a local or a foreign
bank account? This decision is likely to be driven by the amount of transactions and in part by
the local currency. Trading outside the Eurozone means that you need to consider
exchange-rate options carefully and decide where best to domicile your operating capital (i.e.
where you keep your money).

Consider if you need to change your corporate structure, perhaps by establishing a new
legal entity for your foreign operation? This decision will inﬂuence, among other things, your
tax obligations, and you probably want to make sure you avoid any risk of double-taxing.
You could also consider the implications for your intellectual property (IP) rights under your
new (foreign) jurisdiction. Your new company (subsidiary or operating division) will need to
be correctly incorporated with the right people in key roles (such as a company secretary or
accountant). You can then seek whatever regulatory permits your new company needs.
Next, please look into sales contracts paying particular attention to the jurisdiction under
which disputes will be resolved. Employment contracts need similar attention.
Generally it is wise to seek professional legal advice to make sure you get your legal
structures right. At the risk of being repetitive: ensure that you get the advice that reﬂects
local knowledge, and is backed by experience of internationalisation issues.

If your revenue streams end up in a foreign bank account, make sure that you know how to
pay suppliers in your home market - in line with their terms of credit. Also consider that taking
money out of this foreign bank account might prove difficult. This is especially true if you are
doing business in emerging economies. Other outgoing costs require similar care: where will
you pay VAT or sales tax? And does the tax year in your new market correspond with where
your HQ is located? This is a partially legal question too of course.
How will you pay your international team, both hires and partners? Will there be launch
bonuses, success fees, or other outgoings that need to be paid before a revenue stream
exists? Depending on your chosen corporate structure, you may consider repatriation of
proﬁts, mindful of double-taxing. We are sure you know the closing line by now: local
knowledge, expert advice.
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3. ORGANISATION

Company Culture

Investment

Let’s take a look at your company culture, and by company culture we mean the values and
explicit or implicit code that everybody works under in your headquarters. As you start to
scale internationally, and founder(s) inevitably are not spending as much time at the HQ
anymore, it is important that the company culture is broadly installed. Everybody should
know and preferably work and breathe by the core values of your company, both
internally and externally.

Nearly there now.

This becomes even more important when you work with sales and marketing teams in your
new market and setting up satellite offices. It is fundamental to have the same company
culture installed there, to make communication and understanding more effective between
teams in the HQ and the new foreign team. To ensure this happens there needs to be an
explicit company culture: there always is an implicit company culture, which is transferable.
Make an effort of actually transferring the company culture to the satellite offices. This can
be done by obvious things like the same setup in the office, with the same furniture with the
same open or closed spaces. One common way to do this is by ﬂying over every new hire to
the HQ to work there and really live and breathe the company culture. You could do it
through culture strategy sessions. Just make sure you get this right since it will save you
time, money and energy - particularly when it comes to communication. The company
culture is not a static tangible something and we have seen cultures change due to the
international growth too. They seem to morph a bit and become less Dutch, for example, as
they facilitate the optimal team work with cross cultural teams.

By now you probably clearly understand what your
internationalisation strategy involves, and are prepared to answer the big question: how much
money do you need to make this plan work? We are going to put a price tag on all the topics
discussed in this Canvas. Look carefully at your international strategy and break it down into
expenses. This results in a clear budget line with your total sum needed for international
expansion. Be generous on adding your unforeseen costs. Based on what we have seen, we
advise around 30% on top of your calculated budget.
Now you can put a price tag on your international strategy, of course up until the point of your
"affordable loss". The affordable loss is an important notion to safeguard your company - how
much can you afford to lose on your international endeavor without bankrupting the rest of
the company? If you exceed this budget and need to cannibalise heavily on the budget of
your home market, you know you are in too deep. Most of the time, the survival of your
domestic operation is more important than international expansion, the international
expansion can wait.
You could also reverse engineer and consider what your affordable loss is and choose a
market and Go-to-Market strategy that ﬁt your budget.
Look carefully at your own books. Will you fund the international expansion with proﬁts from
your home market? Do you need to raise additional funding? Most of the founders we have
worked with use their international strategy as part of raising their next series (usually A).
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SUMMARY

ORGANISATION
Entrepreneurs tend to be risk-tolerant and adventurous by nature, but
guess what? It pays off to check everything again before you commit. No
one launches an international business without preparation, and few
people do so without genuinely believing that their organisation is ready.
Unfortunately, though, too many entrepreneurs begin international
operations without validating adequately, and too many have paid a
heavy price and lost a lot of time, money and energy. The market will of
course throw you curveballs, expect the unexpected. But you need to
have time available to deal with real surprises, with real emergencies you do not want to waste energy tweaking bureaucratic details that
can be sorted out in advance.
Validation, the magic word. We recommend to take appropriate time for
validation after “completing” a section of the Canvas. Talk to people, not
just spreadsheets. To validate your true Market Opportunity you want to
focus on your real (current) and potential international customers for
validation. For the Go-to-Market strategy, for example bring in distribution
experts, sales and marketing experts and so on.
Also experienced founders might be willing to share their experience (and
network) with you, so tap into those valuable entrepreneur networks
around. Same goes for the Organisation part of the DutchBasecamp
Internationalisation Canvas, ﬁnd experts and experienced people to help
you ﬁgure out if you are on the right track.

Here are some checklist questions to gauge your readiness:

How you will measure the success of new hires and partnerships?
Are you clear on what is involved in setting up a separate legal entity in a different
jurisdiction?

Are

there any risks to your IP rights?

Do you have a clear picture of how the ﬁnances will work: where your capital will
reside, where your revenue streams will be directed, how international payments will
be made?

How much money do you need to allocate for your international expansion?
Is your budget sufficient? Do you know how much you can afford to lose? Do you
have sources of funding?Do you have other options?

Can you clearly communicate and transfer your company culture?

Do you know

whether/much how it might need to change?

Do your teams share your vision? Can your co-workers explain what
internationalisation means for them?
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ABOUT THIS CANVAS
The DutchBasecamp Internationalisation Canvas is written by Isabel Brouwer, Justin
Rijnberg, and the whole team at DutchBasecamp, based on experiences with scaling
hundreds of tech companies internationally with DutchBasecamp. A big thanks to all the
founders and CEOs who we had the pleasure to work with, who shared their war stories with
DutchBasecamp. Thanks to this input and validation, this Canvas has been proven a
successful tool used by 600+ founders in our programmes and beyond.
This Canvas is motivated by two important notions: the ﬁrst is the idea that startups
bring the change the world needs. We help startups and scale-ups grow, support them to
scale internationally, to eventually create the biggest possible impact. We distilled the
lessons we learned into a simple one-page tool: the DutchBasecamp Internationalisation
Canvas, a guide for designing the international expansion strategy of scale-ups. It is a tool
to structure thoughts, validate assumptions and focus attention on the most important
challenges entrepreneurs face when scaling internationally.
Our second motivation is to pay-it-forward. Our success has been based on the help and advice
we have received from hundreds of entrepreneurs and we genuinely want to help others
succeed. The key to that success - and in avoiding the mistakes others have made is preparation, and we want to support you in that.

So,
let’s take
your next steps
towards
international
success.
Download the Canvas as a PDF

This work is licensed under a Creative Commons Attribution-NonCommercial 4.0 International License . If you
would like to obtain additional permissions to use the work beyond those granted by the license that has been
applied, or if you are not sure if your intended use is permitted by the license, please contact us via
info@dutchbasecamp.org.
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There are many different ways to use
the DutchBasecamp Internationalisation Canvas.
Here is one process that seems to work well:

1. Start
2. Use

with a list of potentially interesting markets (no more than ten and Scandinavia is not one market).

the Market Opportunity section of the Internationalisation Canvas to deﬁne criteria, then rank your

Consider joining a Globaliser programme to guide
you through the whole process with experts and
experienced founders coaching you. The

long-listed markets to arrive at a shortlist of three. Base your decision on logic, it is mostly important to rank all

programmes run over 12 weeks and are tailored for

markets along the same criteria in the same manner.

speciﬁc industries or business models. They are the

3. Fill out

perfect tool for any scale-up struggling to structure,

three Internationalisation Canvasses in outline for each of your three markets, tackling all three steps:

Market Opportunity, Go-to-Market Strategy and Organisation. Be honest: ‘don’t know’ is a valid answer. It is acceptable to
drop one of your three candidate markets at this stage.

4. Complete the Canvas in full for each of your three markets. Research the blanks, validate the assumptions you
have made. Talk to locals. Visit the market. Attend tech shows, join trade missions, and listen-listen-listen. Make sure

plan and prioritise their international expansion. At
the end of this international growth programme you
will have a validated target market, a Go-to-Market
Strategy and a solid international roadmap.

your Canvas is as complete as possible.

5. Do

some number crunching. List the costs involved with deploying the Go-to-Market Strategy. Then choose your

Market, your Strategy, your Organisation.

6. Revisit

the Canvas. Check that you are ready.

7. Do it, learn, iterate. Repeat.
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ABOUT
DUTCHBASECAMP
We’re a dedicated team who believe startups and scale-ups bring the necessary change the world
needs. Our mission is to help these companies become internationally successful, maximising their
positive impact.
We love the pay-it-forward culture in the startup ecosystem, sharing valuable experiences to support the
success of others. We know that strong alliances create momentum, accelerate actions and international
success. We focus on quality rather than quantity and believe an open mind and a learning attitude are
key when taking on (international) adventures.

IN NUMBERS

8.5

average rating
for our programmes

We have worked with 600+ scale-ups
that have expanded to over
80 countries around the world

Preparation is the fundamental ﬁrst step to become internationally successful, and we are here to
support. The market is forever moving. Close monitoring, careful listening and constant customization
allow us to meet the demands of those we work with, resulting in the highest possible impact.
DutchBasecamp was founded in 2013 and originally designed to bridge the Netherlands with tech
ecosystems in Silicon Valley and New York, through soft landing programmes. However, we quickly
realised that besides these “end stations” there is a huge demand for helping founders and CEOs with
preparation for their international adventures. This sparked DutchBasecamp’s growth to become a
non-proﬁt organisation fully geared towards the international growth of scale-ups. We have
developed our own methodology with tools like the DutchBasecamp Internationalisation Canvas and
MOCo (Market Opportunity versus Costs) tool. Our services are designed for startups and scale-ups
as well as organisations within the tech ecosystem who help companies scale to new markets, or land
in their own market.

Want to explore how we can support
you and your company in successfully
scaling across borders?
Or do you think the tech ecosystem you are part of
would beneﬁt from understanding more about
international growth of tech companies? Get in touch
with us (info@dutchbasecamp.org) to schedule a
call with one of our internationalisation specialists.
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