
Tess Waresmith: Depending on who you're working with, you find yourself setting 
and resetting expectations. It's a constant reevaluation of 
everything whether it's country priorities or types of 
partnerships or what you need in terms of travel or what your 
goals should be. All that stuff needs to be reevaluated. 

Lenox Powell: Hi. I'm Lenox Powell, a host and producer of the Outperform 
Podcast. Welcome to part three of our Taking Your Affiliate 
Program Global Series. On this episode, we'll be discussing what 
companies should be looking at in the first six to 12 months 
after taking their affiliate program global. Sharing their expertise
and insights once again are Tyla Cobb and Tess Waresmith. Tyla 
is an account director at Acceleration Partners, and oversees 
some of the largest global affiliate programs for our clients. Tess 
is a senior account manager at Acceleration Partners, and 
moved to Singapore for a year to oversee a launch of a client's 
global affiliate program in the Asia-Pacific region. 

Welcome, Tess and Tyla.

Tess Waresmith: Thanks, Lenox.

Tyla Cobb: Hey, Lenox.

Lenox Powell: In part one and two of our Takings Your Affiliate Program Global 
Series, you shared what companies should know and do before 
launching in a new market, as well as what some of the first 
steps are that they should take after they've determined that 
expanding into a new market makes sense. For this episode, 
let's dig into what companies should be looking at in the first six 
to 12 months to assess performance and address challenges.

Tyla, a two part question for you. First, what types of 
expectations are reasonable to have after an affiliate program 
has been up and running for a few months, and the second part 
of that question is what are some key considerations that 
advertisers should be thinking about at this stage? 

Tyla Cobb: For sure. So as it relates to expectations, I think we covered a lot
of this in past episodes, but you want to really remind yourself 
often that when launching in a new country outside of the U.S. 
that things are going to ramp up slower than you're used to. 
Additionally, besides reminding yourself, you're probably going 
to have to remind colleagues and other stakeholders too who 
aren't familiar with working in these new markets that ramp up 
is going to be slow. So you're going to have to just maybe have 
some level set conversations about performance and 
expectations probably pretty frequently as well. 
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So the second part of your question in terms of other 
considerations that advertisers should think about, I think one of
the biggest ones that really resonates with me and our 
experience on or side is making sure that all of your fraud 
processes and safeguards are working. So your program is up 
and running for a few months, you're going to have some real 
data at your fingertips. You're going to want to take some time 
and really dig in at the action level, and really make sure that all
of those actions that your affiliate partners are driving are really 
adding incremental value to your business. So I know that we've 
found in other markets that we've expanded into where affiliate 
is just kind of getting off the ground fraud can be a bit more 
prevalent. So it's not unlikely that you're going to encounter in 
some capacity at some point. So whether it be click injection 
fraud, which is a type of mobile acquisition fraud, or more 
commonly we're seeing attribution fraud, which is essentially a 
publisher is stealing credit from another channel, most likely an 
organic source. So just making sure that really digging into the 
numbers and checking to make sure that all of the partners are 
really adding value. 

We, with some of our accounts that we work with, use a third 
party forensic to help monitor for fraud. We also have our own 
checks and balances that we're doing on a weekly basis to look 
for any red flags as well. Another thing that advertisers I would 
say aren't going to want to do frequently after launching into a 
new market, especially if they've launched into a mega region 
like APAC with a lot of different countries, it's really important 
that they make it a regular habit to really look at the country list 
and determine what countries they want to prioritize. Change 
happens really rapidly in the industry. It could happen for a 
variety of reasons. Whether it be changes in laws, in regulations 
at the country level; shifts internally on your side for supply and 
demand; any shipping or logistical changes that maybe took 
place within your company or some new infrastructure on the 
ground in that country as well.

Another fact that you're going to want to look at when 
prioritizing countries is looking at performance for other 
channels. So perhaps organic searches really doing quite well. 
You might make the determination that paid support in that 
country really isn't necessary. So you might want to shift your 
focus elsewhere. Another thing that we commonly look at on our
side when determining what countries to focus on is also looking
at the mobile and internet usage in that country. So that might 
determine where you want to place your efforts as well. 
Whatever the factor, it's really important that you're looking at 
this on a quarterly basis or even more frequently to really 
identify where you want to spend your time, where is the biggest
opportunity, and where is the biggest need for the business. 
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Tess, I know when you were in APAC, you were really frequently 
looking at country priorities. How often did you reevaluate 
priorities? 

Tess Waresmith: Yeah. This topic was constantly top of mind. I don't even think it 
comes to a frequency. It was almost something we were just 
constantly looking out for on a regular basis. We are obviously in
a very data driven business. So at the account management 
level, we're constantly providing clients with weekly and 
monthly reports. So as soon as we started to notice a downward 
or an upward trend in one country, then it was time to circle 
back to client goals and start thinking long term about where we
want to dedicate our energy. If there's a lot of different countries
and some are doing better than others or worse than others, 
how do you want to allocate your time, especially with a small 
team.

Lenox Powell: Tess, what has this reevaluation process looked like when you 
helped a client launch their affiliate program in a new region? 

Tess Waresmith: Yeah. That process obviously depends on the client, the client's 
size. For one particular client that's top of mind, they had 
operations live in 12 different countries, and they wanted to sort
of launch all those countries at once. With the size team and the
resources that we had, that wasn't really feasible. So it was part 
of our job to help them identify which countries made sense to 
focus on, and then honestly we started most meetings sort of 
revisiting those priorities and making sure we were all on the 
same page. Also, depending on the client goals, if the goal is to 
acquire as many new customer as possible in a particular region 
and not at the country level, then you're going to want to choose
specific countries where you're going to get the most bang for 
your buck. Obviously if one specific country is a priority, then 
you're just going to have to find a way to make that one work. In
this case, of the two countries we started with as a focus, I 
remember that one was taking off and one was tanking. There 
was tons of effort with very little conversion in this one 
particular country. So when we ended up diverting resources 
elsewhere, we ended up having a lot more success with their 
regional goal.

Lenox Powell: Talk a bit more about that situation and the country with minimal
conversion. What did you discover was the barrier? 

Tess Waresmith: It comes back to the education piece. This particular country 
was full of potential publishers that were extremely risk adverse.
They were concerned about fraud, and they were also concerned
about the affiliate model in general. It was a smaller country, 
and a lot of those types of partners are still able to get these big 
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brands to pay huge up front fees. So for them it's not worth it to 
run an affiliate model when they can work with other brands that
are paying them a ton up front regardless of performance. 
Obviously you can reframe that opportunity. Even if they are 
getting flat fees up front, there's a potential to earn more on a 
performance model or develop a longer term partnership that's 
always on. So there are still advantages even if they are getting 
big up front fees, but educating partners on that piece can be 
challenging. Then also if they've heard the fraud message, then 
they're concerned. They don't want to launch in a space that 
could potentially have a lot of fraud. 

In this particular market, obviously it was challenging in a lot of 
different ways, but it was still a priority. By making it a priority 
long term, we really had to dig our heels in and come up with 
some creative ways to make it work. That's when you have to 
start really thinking outside the box on ways to work with 
partners. The question then becomes not if you're working with 
partners but how can you make it work with whoever you're 
talking to at the time or whatever publisher you've reached out 
to.

Tyla Cobb: Yeah, Tess, that's a great point. It's all about taking a test and 
learn approach, and I think one thing you'll want to keep in mind
as you're staring to get off the ground in a new market is that 
publishers from region to region and country to country are 
going to be vastly different. So you're going to have to get really
creative with the partnerships that you establish, which is part of
the fun, and I think all marketers like this part of their job where 
they can flex those creative muscles. So I know we talked a lot 
about this in part two of the series, but it's really important to 
reiterate that you're going to have to get creative and probably 
test a lot of different type of pay out models with publishers. 
With that testing, it's really important that you track and analyze
all of those results so we can learn from each test that we 
conduct. If something failed or didn't work with the publisher or 
KPI's weren't met or volume wasn't there, what have you, that 
we really try to dig into the why so we can optimize and get 
ready for the next test. Keep in mind that just because it didn't 
work with one partner, that doesn't mean it's not going to work 
with all partners. Each opportunity is vastly different, and you 
should think about them individually and not holistically across 
the board.

I know, Tess, when you were on the ground in APAC, you did a lot
of different testing. Any examples that you can share here? 

Tess Waresmith: Yeah. There were particularly in Australia we put together some 
unique partnerships. A lot of times when we were talking to 
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partners, they understood affiliate but didn't really understand 
how it could be weaved into what they were already doing, and 
in some cases, for the client we were working with, we would 
reach out to partners and say, "Hey, you have an opportunity 
here to make some great affiliate revenue with content you 
already have." The publisher was at first kind of adverse, didn't 
want to really participate because they didn't see how valuable 
their audience was to our client. So once we kind of started 
connecting the dots and saying, "Look, you already have this 
content. You already have the audience. There's not really a lot 
of lift on your part to make a lot of potential revenue and to 
provide more relevant information to your existing audience." So
it's a lot of thinking outside the box creatively about how 
working with partners, and then sometimes you have to explain 
it to them because they don't really see how this offer is 
valuable to them. So that was a conversation that we had a lot.

Tyla Cobb: Yeah. I completely reiterate that. I was actually just a part of a 
conversation where we had an Australian partner that had a 
large migrant segment of users, and this segment of users was 
particularly of interest for the client we were working with 
because it shown in past that conversation was strong and there
was a nice correlation with the brand. Obviously this partner 
didn't know that. So it took a lot of explaining on our side and 
positioning to show them the light and the opportunity there. So 
we're having those types of conversations quite frequently, 
which is different than in the U.S. when you're maybe at an 
affiliate conference, and you ask a publisher, "Well, what can 
you do for me?" It's much different in other markets where it's 
more you selling the publisher on the opportunity, and that's 
definitely a learning that we've had over the last year. 

Tess Waresmith: Agreed. Then in the same vein, there's the making sure they 
understand what the opportunity is to them based on their 
audience or their content or whatever they're already doing. But
in some cases, just blending a couple different channels and 
showing how performance can work for the client and for a 
partner. We had one partnership that was pretty unique where 
we blended sort of event marketing and direct marketing into 
the performance channel, and that was pretty unique. We were 
able to generate this particular partner ended up getting a lot of 
affiliate revenue and it was very successful for our client. It kind 
of blended two different channels together but on a performance
basis. 

Lenox Powell: Tess, we always go to for the on the ground perspective as you 
lived in another country for a year. So from your experience, 
what might someone launching an affiliate program in a new 
market expect to face say six months in? 
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Tess Waresmith: Sure. I think on a personal level, for me going to the APAC region
from the United States was a little bit of a business culture shock
with the rapid pace of how the affiliate industry and how our 
business had been moving in the U.S., and then moving to APAC,
it was extremely frustrating, very slow moving to set up some 
partnerships. So sometimes it feels like your efforts are really 
enough or you're not moving forward. Definitely important to 
remember that regions work at different paces, particularly 
when you're comparing them to North America. Anyone heading 
into unknown territory, whether it's geographically or 
metaphorically with a new type of business or bringing new 
business to a new place, I think having the expectation that 
things will go wrong or at least tests, if you're talking about the 
test and learn approach, which Tyla was mentioning earlier. 
Assuming that some of those tests are going to fail is important, 
and then when things don't go according to plan, how do you 
learn, how do you adapt, and how do you take those lessons 
forward. So the test and learn approach is important, and then 
understanding that you are testing and there's a potential for 
those tests not to work out. That's an important thing to 
remember.

Then I think, as Tyla mentioned earlier on this episode, 
depending on who you're working with, you find yourself setting 
and resetting expectations. It's a constant reevaluation of 
everything whether it's country priorities or types of 
partnerships or what you need in terms of travel or what your 
goals should be. All that stuff needs to be reevaluated. That's 
from the business perspective, of course, then the personal side 
of just moving to another country, that's a whole nother animal.

I'd say even if you're fine with travel or you love to travel and 
you're an independent person, it's a mess of life change to move
abroad, especially if you're going alone. When I went to 
Singapore, I didn't go with a partner or a spouse. We didn't have 
any employees over there at the time. I did make some good 
friends, and potentially may have stalked some people on 
Instagram to make friends with. But I was still alone a lot. I 
remember the first time that we had someone, our second 
Acceleration Partners employee came over to Singapore about 
five months after I got there, and I was wildly excited. I 
remember I saw them for the first time and I was so excited. I 
may or may not have hugged him aggressively, and it was kind 
of awkward. I remember telling myself to like reign it in. This 
guy's not the hugging type. We're friends now, but I remember 
being way too excited to have someone else from AP over in 
Singapore.

Lenox Powell: Yeah. It sounds like it could get rather lonely at times.
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Tess Waresmith: Yeah. It is. Especially Singapore, Singapore in particular is just an
interesting place because there's so many experts from so many
different countries. It's awesome because you have so many 
people from all over the world coming to this one place, and it's 
a melting pot. But, yeah, it definitely can be lonely for sure. 

Lenox Powell: Tyla, what about you? Any program management challenges 
that you have seen consistently arise around the six month or so
mark that companies should be aware of, especially from a 
leadership perspective? 

Tyla Cobb: Yeah. I can think of a couple off the top of my head that I think 
we're constantly navigating through, and that's communication. 
So you're going to have people spread across multiple different 
time zones and figuring out ways to creatively stay in contact 
and abreast of all important changes and encouraging 
collaboration across markets. So just understand that 
communication is going to be a beast in its own and you really 
have to carve out meaningful time to get the information 
disseminated across different markets. 

The second one that really stands out is the number of 
stakeholders. So most likely if you're expanding into a new 
market, you probably have your headquarters based in the U.S. 
Most likely you have a presence in other regions, maybe at the 
country level or at the region level. So you're going to have a lot 
of different stakeholders. So it's really important that everyone 
knows their roles and responsibilities and that open lines of 
communications are maintained there as well. So we can all 
work really effectively together, and I think just setting those 
clear expectations right out of the gate really does go a long 
way. We need the local teams input because they're the 
expertise on the region and the countries. So it's definitely a 
collaboration. So those things are the two notable ones that are 
really top of mind for me right now.

Lenox Powell: What I so appreciate about this series is your transparency and 
honesty and the realities and challenges in taking an affiliate 
program global. While there are, of course, risks, there are also 
massive rewards for companies who make that choice to expand
their affiliate program in a new country or market. Can you both 
touch on a few of those? 

Tyla Cobb: Definitely. So from my side, just helping an advertiser get their 
foot in the door in a new market and start driving really 
incremental value, it's just so rewarding to see some of those 
unique partnerships get off the ground. So from that perspective
I think it's just really exciting and I've learned so much over the 
last year working on global accounts. It's just fascinating how 
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much you can learn each day, and that's really what makes me 
kind of motivated each day as well. 

Tess, from your perspective, what would you say? 

Tess Waresmith: I think that the opportunity to work on a global account pushed 
me so far out of my comfort zone and put not just me the whole 
team that when you're constantly dealing with challenges, you 
just have to adopt a problem solving mindset. So now I feel like 
personally and as a team we're better at handling challenges 
because we've faced the unknown and we've been in unknown 
territory with no guide book to really follow or no map to 
success. So there's a to of just general business lessons about 
being patient and having a problem solving mindset. Knowing 
that this can be solved. It's not a matter of if it can be solved but
how it can be solved. I come back to if and how a lot these days 
because I think that was one of my major lessons from working 
on these global programs and working abroad that there is a 
way. You just might have to get real creative about it and have 
some really late night calls to figure it out. 

Tyla Cobb: Totally, and then there's just volume. I mean, there are massive 
numbers of populations across the world. So if you're not 
tapping into those, I think you're definitely missing out on that 
opportunity.

Tess Waresmith: Yeah, we were talking about Indonesia a lot because this is a 
huge country that has a lot of up and coming business, and if 
you're a company with any kind of operations in Indonesia, 
people don't realize how large it is and how much opportunity is 
there. So that's just one example. But I remember being 
surprised at the virtual size and potential opportunity in a 
country that I wouldn't have necessarily had top of mind. People 
usually talk about Australia or China, those bigger countries. But
if you are a global business, there is a huge opportunity to 
capitalize on those kind of countries that are still up and coming 
from a socioeconomic perspective. 

Lenox Powell: Talking to you both over the course of these three episodes has 
been really enlightening. I've had the pleasure of working with 
you both to produce content related to different areas of this 
topic, but this series is really the first comprehensive, in depth 
discussion about what to know, do, understand, assess, and 
prepare for before, during, and after expanding a program into a
new market. It's the what to expect when you're expecting to 
take your affiliate program global resource. 

So, once again, thank you both so much for taking the time to 
share your experiences and insights. It is incredibly valuable 
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information for any company with an affiliate program to have. 
Not to mention those who are tasked with managing a global 
affiliate program. So appreciate you both and all you do for AP 
and our clients. 

Tess Waresmith: Thank you.

Tyla Cobb: Thank you, Lenox.

Lenox Powell: We'll have notes and resources from this episode in our show 
notes, and if you enjoyed this Taking Your Affiliate Program 
Global Series, we'd so appreciate your rating and review in 
Apple Podcast. We'll have that link for you in our show notes as 
well. Until next time, keep outperforming. 
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