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Global loyalty is rarely a choice between one identical program everywhere and completely independent local programs. This workbook helps you find the right position on that spectrum for each market.

1. Assess the market
Evaluate how similar customer expectations, brand experiences, channels, and loyalty behaviors are across markets.

2. Assess internal readiness
Determine whether your economics, technology, data, governance, and teams can support the preferred model.

3. Define global versus local ownership
Decide which program elements should be standardized, locally configured, locally owned, or jointly approved.

4. Select a program model
Use the results to identify the operating model that best balances scale with local relevance.

5. Select a rollout model
Choose whether the market should use a global template, receive market-specific design, or launch through a crawl-walk-run approach.


Scoring note
Use the scores as a directional recommendation, not an automatic answer. A material regulatory, economic, or technology constraint may outweigh the average. For a more thorough evaluation, we’d love to talk with you.
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	1. Global standard
One largely consistent loyalty program across markets, with localization limited to language, currency, legal requirements, and essential operational changes.



	2. Global framework with local configuration
One strategic, technical, and data foundation, with clearly defined elements configured by market. This is the most common fit for global brands.



	3. Regional programs within global guardrails
Regions have meaningful ownership over program design and execution while following shared standards for brand, technology, data, economics, and measurement.



	4. Market-specific program
A distinct program is designed for a strategically important and highly differentiated market. This should generally be the exception, not the default.





[bookmark: _Toc236399581]Part 1: Market asssessment

After identifying the market you are considering for loyalty, score each statement from 1 to 5 based on how much the market differ from the core of the brand. Complete this assessment for each priority market.

Scoring scale: 1 = highly consistent  |  2 = mostly consistent  |  3 = meaningful differences  |  4 = significant differences  |  5 = market-specific conditions dominate
	Assessment area
	Question
	Global signal
	Local signal
	Score
1–5

	Loyalty objectives
	Are the primary objectives for loyalty consistent across markets?
	Markets focus on similar outcomes.
	Markets prioritize acquisition, retention, frequency, data, or margin differently.
	   

	Customer expectations
	Do customers expect similar value from loyalty?
	Similar interest in points, rewards, recognition, and access.
	Reward expectations and motivations vary significantly.
	   

	Brand experience
	Do customers experience the brand similarly?
	Products, positioning, pricing, and service are broadly consistent.
	Assortment, pricing, positioning, or service varies.
	   

	Customer journey
	Do customers engage through similar journeys and channels?
	Comparable store, ecommerce, app, and service experiences.
	Channel access and usage differ significantly.
	   

	Cross-border behavior
	Do customers regularly engage with the brand internationally?
	Status, balances, and recognition need to travel.
	Most customers shop the brand within one market / market of origin.
	   

	Category maturity
	Are loyalty expectations within the category similar?
	Competitive loyalty environments are comparable.
	Some markets are significantly more mature than others.
	   

	Promotional behavior
	Are promotional expectations and calendars consistent?
	Similar promotional rhythm and value expectations.
	Local holidays, discounting, and seasonal patterns dominate.
	   

	Reward relevance
	Would the same core benefits motivate customers everywhere?
	Core benefits translate across markets.
	Rewards require local products, partners, services, or experiences.
	   



Market assessment result
	Total score
	Average score
	Directional model
	Key exception or consideration

	        / 40
	         / 5
	Click to enter text.
	Click to enter text.

	Interpretation: 1.0–1.9 = Global standard  |  2.0–2.9 = Global framework with local configuration  |  3.0–3.9 = Regional program within global guardrails  |  4.0–5.0 = Consider market-specific design
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The most relevant customer model is not always immediately feasible. Score the internal conditions that may enable (or constrain) the recommended program structure.

Scoring scale: 1 = highly standardized / centrally ready  |  3 = mixed readiness  |  5 = highly fragmented / locally dependent

	Assessment area
	Question
	Global signal
	Local signal
	Score
1–5

	Program economics
	Can markets support comparable earn and reward economics?
	Similar margins, pricing and frequency.
	Major differences in margins, AOV, frequency, or currency.
	   

	Regulatory environment
	Are loyalty, privacy, and promotional rules broadly aligned?
	Similar operating requirements.
	Significant regional restrictions or legal differences.
	   

	Technology
	Do markets use compatible commerce, POS, CRM, and marketing systems?
	Shared or easily integrated infrastructure.
	Fragmented regional technology environments.
	   

	Customer data
	Can member identity and activity be managed consistently?
	Shared identifiers, definitions, and data standards.
	Disconnected customer records and definitions.
	   

	Operational capability
	Can markets execute a comparable program model?
	Similar staffing, training, and operating processes.
	Meaningful differences in local capability.
	   

	Regional expertise
	Do local teams have the skills and capacity to own loyalty?
	Central team can effectively lead and enable execution.
	Local teams need or expect greater ownership.
	   

	Budget ownership
	Is loyalty investment controlled consistently?
	Central funding and decision-making.
	Regional P&Ls control value, campaigns, and promotions.
	   



Internal readiness result
	Total score
	Average score
	Readiness implication
	Highest-priority capability gap

	       / 40
	       / 5
	Click to enter text.
	Click to enter text.

	How to use both scores
The market assessment identifies what would be most relevant to customers. The readiness assessment identifies what the business can realistically support now. A gap between the two often signals the need for a phased rollout.
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Classify each loyalty component based on the level of consistency, configuration, ownership, and approval it requires. The suggested starting point below can be adjusted to fit your operating model.

Ownership choices: Global standard  |  Global framework with local configuration  |  Local decision within guardrails  |  Shared approval
	Loyalty component
	Suggested starting point
	Rationale
	Your decision
	Notes

	Program purpose
	Global standard
	Keeps loyalty connected to one customer and business strategy.
	
	

	Brand and member promise
	Global standard
	Ensures the program feels like one brand.
	
	

	Program name and visual identity
	Global or shared
	Protects recognition while allowing language adaptation.
	
	

	Customer identity model
	Global standard
	Enables connected profiles and reporting.
	
	

	Data definitions
	Global standard
	Prevents inconsistent metrics and fragmented insights.
	
	

	Privacy and security standards
	Global minimum + local compliance
	Creates enterprise standards while respecting local law.
	
	

	Core loyalty platform
	Global standard
	Reduces duplication and supports connected data.
	
	

	KPI definitions
	Global standard
	Creates one measurement language.
	
	

	KPI targets
	Local
	Reflects market maturity, opportunity, and constraints.
	
	

	Loyalty currency
	Global framework
	Maintains consistency while allowing local value configuration.
	
	

	Earn rates
	Local within economic guardrails
	Reflects pricing, purchase frequency, and margins.
	
	

	Redemption thresholds
	Local within guardrails
	Keeps rewards achievable and financially viable.
	
	

	Reward catalog
	Local
	Reflects customer preference and fulfillment capability.
	
	

	Tier architecture
	Shared approval
	Protects strategic consistency while allowing local differences.
	
	

	Tier thresholds
	Local within guardrails
	Accounts for local spend and frequency.
	
	

	Core benefits
	Global framework
	Reinforces a recognizable member promise.
	
	

	Promotional calendar
	Local
	Responds to holidays, seasons, launches, and market priorities.
	
	

	Partnerships
	Local or shared
	Local partners add relevance; strategic partners may require approval.
	
	

	Communication standards
	Global
	Protects brand and compliance.
	
	

	Message content and cadence
	Local
	Reflects language, culture, and channel behavior.
	
	

	Performance optimization
	Local with global learning
	Enables relevant action while sharing insights across markets.
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Use the assessment results and critical exceptions to select the operating model that best balances global scale with local relevance.

	Model
	Best fit when…
	Primary advantage
	Primary watchout
	Select

	Global standard
	Customer expectations, brand experience, economics, and infrastructure are highly consistent. Cross-border participation matters.
	Maximum consistency and operating efficiency.
	May overlook meaningful local differences.
	☐

	Global framework with local configuration
	The brand needs one strategy, platform, and data foundation, while markets require different mechanics, rewards, or campaigns.
	Balances scale, control, and local relevance.
	Requires clear guardrails and configurable technology.
	☐

	Regional programs within global guardrails
	Customer behavior, economics, and competitive conditions vary significantly and regional teams have strong capabilities.
	Greater local ownership and responsiveness.
	Can fragment without strong global standards.
	☐

	Market-specific program
	A highly differentiated, strategically important market cannot be served effectively through the broader framework.
	Maximum local fit.
	Often has the highest cost and operating complexity.
	☐



Decision rules
	Choose a more global model 
when…
	Choose greater local flexibility when…
	Use a phased approach 
when…

	· Customers regularly engage across borders
· The brand experience is highly consistent
· Products, pricing, and channel models are similar
· Central data and technology are connected
· Global recognition and efficiency are priorities
	· Customer behavior and expectations differ
· Markets have distinct economics or regulation
· Regional products, channels, or partners matter
· Local promotional calendars dominate
· Regional teams own budgets / performance
	· Market opportunity is promising but uncertain
· Customer data is limited
· Technology readiness varies
· Regional capabilities differ
· The organization wants to launch, learn, and evolve














[bookmark: _Toc236399585]Part 5: Market recommendation summary

Use this page to document the final recommendation and align global and regional stakeholders on the path forward.

	Market / region
	Click to enter text.

	Market assessment score
	       / 5

	Internal readiness score
	       / 5

	Recommended operating model
	Click to enter text.

	Executive recommendation
	Click to enter text.



Elements that should remain global
	Click to enter text.




Elements that require local configuration
	Click to enter text.




Critical constraints or exceptions
	Click to enter text.




Global decisions required
	Click or tap here to enter text.




Local decisions required
	Click to enter text.
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The right global loyalty model should create consistency where consistency adds value - and flexibility where local relevance matters more.

A strong global loyalty ecosystem typically provides:
· One strategic direction
· One connected technology and data foundation
· One set of program principles
· One measurement language
· One governance model

It also creates room for:
· Local customer expectations
· Local economics and regulations
· Local channels and partnerships
· Local campaigns and promotional calendars
· Local optimization and learning


Need help defining the right loyalty model across markets?

Annex Cloud helps global brands design, launch, and optimize connected loyalty programs that balance enterprise scale with market-level flexibility.

Talk to a loyalty expert at annexcloud.com
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